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INTRODUCTION

The 1991-96 Tempe Fire Department Five Year Plan represents the efforts of many people in evaluating the
Department and its mission, anticipating the future in terms of community needs and resources required 10
meet those needs, and in formulating a plan to provide comprehensive cost-effective services to our

customers - the citizens of Tempe.

The foundation for much of\the plan formulated in this document reflects efforts to address issues and
concerns identified by all Department members in a series of three communication and goal setting

workshops held during 1988.

The plan will be evaluated, revised, and refined each year. In so doing, a current five year plan will always
be in place.

The first year identified in the plan will be the most specific, in terms of issues to be addressed and resources
required. Subsequent years will provide an increasingly generalized look at concerns and needs for the five

year planning process.

More detailed and specific plans will be required for many of the goals identified in the Five Year Plan.
While modifications can be made at anytime due to priority changes, budgetary constraints, and planning
refinements, the Five Year Plan provides an overview of anticipated activities and requirements for the
planning period. General economic conditions and, more specifically, the ability of the City to fund projects
chosen for support will obviousty play a crucial role in determining the actual time that projects are

completed and resources secured.

The plan is intended to serve as a guide toward the development of our Department over the next five years.
It will serve to inform Department members concerning preparation for the future, while at the same time
serving as a foundation document for informing policymakers and for addressing the budget process.

In addition to identifying planned activities and acquisitions, the plan carefully identifies anticipated costs
in recognizing that financial impact is a critical part of the planning process.
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MISSION AND VALUE STATEMENT

We, the members of the Tempe Fire Deparmment,

dedicate our efforts to provide for the safety and

welfare of the public through preservation of life, -
property, and the environment.

It is the responsibility of each member to support the mission by subscribing to the following values.
For the Community:
We recognize that the community is the reason for our presence.

We value the faith and trust of the community, and continually work 1o serve that confidence
through our aftitude, conduct, and accomplishments.

Lives are more valuable than property.

]

The safery of the public is of paramount importance, followed closely by the safety of our{_
members.

All members of the public are entitled 10 our best efforts.

For the Department:
We strive for excellence JI'n everything we do.
Honesty, fairness, and integriry will not be compromised.
We continually seek ¢ffectiveness, efficiency, and econony.

Unity and teamwork are siressed as being 10 our mutual advantage as individuals and as arn

organization,
Members are continually encouraged 1o improve themselves as individuals and employees.
The free exchange of ideas Is encouraged. 7

We will provide professional and courteous service at all times.

We are sensitive 1o changing conununity needs.



ASSUMPTIONS FOR PLANNING

Tempe's 38.5 square miles represents some 97% of the City’s anticipated geographical size. The City is
surrounded by other municipal jurisdictions on four sides.

Tempe will continue to in-fill in terms of new construction and population. The City was considered 82%

developed at the end of 1991.
\-.

The City’s 144,115 population is expected to reach 175,000 by the year 2000.

Continued improvements in the fire-related provisions of the uniform building and fire codes will have a
positive impact on new construction.

The extensive amount of high tech industry, development of the Rio Salado Project, and protection of the
nation’s fifth largest university will present unique challenges for the Fire Department in the next decade.

Demands for delivery of emergency medical services have begun to level out, while demands for firefighting
services will continue to decline slightly, presuming planned code-related activities, public education efforts,
and fire inspections are carried out as described in this plan.

Increased use of smoke detectors and automatic sprinkler systems will result in earlier detection and control
of structure fires, which will result in fewer fire fatalities, fire related injuries, and structural fire loss.

Services delivered by the Fire Department meet or exceed expectations, as viewed by the majority of Tempe
residents.

The Department's positive relationship with other City departments and other fire departments will be
maintained and enhanced in an effort to provide highly effective emergency services to Tempe residents.

The 1990 bond program is playing a critical role in the development of the Tempe Fire Department for the
final decade of this century and as we make preparations for the 21st Century.

The plan has been modified in several respects, specifically personnel requirements, to be responsive o the
continued difficult economic situation cities including Tempe are faced with.



PERSONNEL REQUIREMENTS ' SECTION 1

The Tempe Fire Department is comprised of an outstanding group of individuals. It is important that an .
adequate system be in place to support the efforts of a department currently containing 90% of its members
in line positions. Additionally, it is critical that an adequate number of staff people be in place to allow
senior staff members to perform the duties and assume the responsibilities for which they are empioyed.

Fire Chief

Assistant Fire Chiefs

Battalion Chiefs

Medical Services Coordinator

Haz Mst/Emergency Management Coordinator

Fire Marshal

Senior Fire Inspector

Fire Inspectors

Public Education Specialists

Secretary - Administration

Secretary - Fire Prevention

Administrative Clerk Il

Senior Fire Mechanic

Fire Mechanic

Inventory Services Specialist

Part-time Service Aide

Fire Captains (7 of which are also paramedics)
Engineers (4 of which are also paramedics) - (
Firefighters (25 of which are also pardmedics)

Curren
Fire Department
Staffing

1
2
4
1
1
1
1
4
2
1
1
1
1
1
1
1

L]
o

) Total

Two principle areas impact the Department’s personnel needs over the next five years which are:

. Staff needs as identified below.

. The need for an additional engine company to be staffed for a fifth fire station, as part of the
recommendations contained in the Emergency Response section of this document,

Anticipated
Personnel Requirements Schedule Costs

Anticipated costs for personnel include salaries fcalculated at least 5% above
minimum), insurance, and appropriaie retirement contribution costs.

1991-92  Fire Inspector - Two additional fire inspectors will be required over b ’ 34,175
the next five years to keep pace with the amount of new
construction that is completed and the increased workload on
emergency response parsonnel. Funding this position will allow
only current levels of activity to be maintained,




1993-94  Additional Engine Company - Staffing requirements for coverage on 3 622,758
three shifts will require that three captains, three engineers, and
nine firefighters be added. This unit will be located in North
Tempe and would be a paramedic engine company.

1994-95  Training Officer - The 1987-88 budget allowed for a training officer $ 57,500
‘ position. This individual is responsible for the Department’s entire

training program, including the critical issues of program and

professional development. A new position is required to augment

our capability to provide comprehensive training in the areas of

basic skills and to share the extensive workload of the current

training officer.

Engineers (Three) - These personnel (one per shift}) would be § 148,011
assigned to drive and operate the utility/heavy rescue vehicle '
identified in the Apparatus section of this plan.

1995-96 Equipment Service Worker I - Staff vehicle maintenance and repair $ 22,446
has been relinquished to the City’s Equipment Maintenance
Division., This was done to relieve pressure on present personnel.
With increased call volumes and the importance of maintaining
equipment to the highest possible level, it is critical that an
equipment maintenance worker be hired to support this effort.

Fire Inspector - Second phase of hiring two additional inspectors in $ 34,175
five years, See 1991-92.

Other positions to be considered in the future include an emergency medical services training officer, clerical
support, and an additional half-time service aide.
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HEALTH AND SAFETY SECTION 2

Heaith and safety is of primary concern to all Department members. Health and safety are affected by many
factors including training, equipment, facilities, operating procedures, medical supervision, government
regulations, lifestyle, and nutrition, as well as attitude awareness and perception. Preventing injuries and
maximizing the health of our members is a primary goal of our department.

Health and safety will be add\ressed through:

Additional Considerations

A standing department health and safety committee.

Monitoring of medical and physical conditioning.

Emphasis on physical fitness. .
Emphasis on stress management and critical incident stress debriefing.

Providing appropriate safety equipment and apparatus.

A comprehensive fire apparatus preventive maintenance program.

Refinement of appropriate procedures for emergency incident management and traifing.
Fire stations built/remodeled with emphasis on employee health and comfort.

Medical examinations for Emergency Services personnel. :
Formally review all industrial injuries and accidents and report finding in letter form to all
involved.

Provide clothes washers and dryers for Fire Station #3 & #4.
Address water incident safety.

1991-92 ACTION PLAN

Initiate nutrition education.

Implement emergency scene personnel accountability program.

Conduct health and safety committee meetings,

Conduct fire inspections of all fire facilities.

Formulate a computerized system for tracking medical exams and inoculations.
Acquire and install appropriate sinks for proper cleaning of medical equipment.
Develop a policy and procedure for infectious disease control.

Update Heptavax inoculations.

Address cleantiness of turnouts and fatigue uniforms. :

Develop policy and procedure detailing responsibilities and authority of department safety
officer/safety sector.

Provide for medical waste disposal.

Monitoring of air quality of fire stations.



RECRUITMENT SECTION 3

Attracting a talented, committed employee group for the Tempe Fire Department is of paramount importance
to continue the strong legacy of service to the community and prepare the organization for the future.

The two primary areas of recruitment for the Department are in Emergency Services and Fire Prevention;
firefighters and fire inspectors respectively.

Firefighter

Qualities the Department is looking for in a firefighter include: a person who is a team player, ability
to get along in confined living quarters, ability to-think clearly under stress, a person with organizational
loyalty, and excelient health and physical condition.

Candidates must be non-smokers and will be required to sign a no smoking agreement.

The testing process for firefighter selection will be conducted in conjunction with the Human Resources
Department and will include a general aptitude test, physical abilities test, hiring interview, and pre-
employment medical examination.

) An aggressive approach will be taken to make appropriate people in the job market aware of an
{ , " upcoming testing process and to acquaint potential candidates with the nature of the job, expectations,
challenges, and opportunities that the position presemnts. :

We will take action to ensure adequate recruitment efforts and a balanced employment pool of highly
qualified appiicants.

A strong effort will be made to recruit and hire qualified women and minority applicants.

A person selected for hiring as a result of the interviewing process will be subjected to a background
investigation consisting of two parts: 1) police system background check and, 2) previous employer
check. The results of the background check will be evaluated on a case-by-case basis.

Fire Inspector

Qualities the Department is looking for in a fire inspector include: individuals with a strong desire to
engage in fire prevention activities and people who can interact with both citizens and peers in a positive
and supportive manner.

Normally, more emphasis will be placed on the potential of the given candidate than on previous
experience, however, fire prevention, code interpretation, and plans review experience will be carefully
evaluated.

i Recruitment for fire inspector will center on word-of-mouth contacts and advertisement in appropriate
publications.




The possibility of utilizing Emeraency Services personnel on assignment to the Fire Prevention Division

will be considered to allow for cross-training and to enhance professional development. o
!

1991-92 ACTION PLAN

» Conduct a recruitment and establish an eligibility list for the firefighter position.
Evaluate firefighter written test,

» Assign Equal Employment Opportunity program management responsibility to a battallon
chief.

L Research possibility of joint recruitment and testing with other Valley fire departments.



TRAINING SECTION 4

Training is a critical function for any modern fire service agency. As our work becomes more complex,
the amount of training required increases.

Our training program goal is to become increasingly more proficient at emergency incident management,
prevention, and public education. Meeting this goal requires identifying areas of need and developing
training programs that address them. Documentation and records management are essential elements of that
identification process. Maintenance of existing key programs is also important.

Items identified as requiring training program development include:

Officer development.

Aerial ladder operations.

Pre-promotional training for engineer, captain, and battalion chief positions. (Promotional
requirements will be re-evaluated.)

Physical training.

Confined space rescue.

Comprehensive company training program,

Existing programs and opportunities that will continue to be provided are:

EMT training and recertification.

Paramedic training and recertification,

Toxicology. '

Probationary firefighter training.

Advanced driver training.

Minimum company standards.

Hazardous material first responder training for all Emergency Services personnel.
Hazardous materials technician training.

Special operations training - high angle rescue, trench rescue, water rescue.
Fire inspections and code enforcement. '

National Fire Academy attendance.

Advanced public executive training (ASU).

External training opportunities (seminars, classes, state fire school, etc.).

Items necessary for increasing the capabilities of the training program include:

Computerization of training records.

Development of a Department library.

Interactive television capability - providing this capability is a part of the current City contract
agreement with Dimension Cable Services and should be operational no later than November 18,
1994, The origination point for video training and interactive video programming will be the
Tempe Fire Department training facility or the City’s Media Services studio.



1991-92 ACTION PLAN

Develop and implement officer training program.

Continue development of training volume of Policies and Procedures.
Develop and implement aerial ladder operations training program for ladder companies and all
engineers. _

Advanced driver training refresher.

Provide high angle rescue training to all ladder companies.

Develop and schedule comprehensive company training program with minimum company
standards as an integral component.

Evaluate and revise promotional requirements.

Train all personnel in emergency scene accountability procedures.

Computerize training records.

Train all personnel in Incident Management System.

S

——
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TRAINING FACILITY SECTION 5

The construction of a fire training facility for the City of Tempe Fire Department will mark an important
point in the Department’s overall development. This training facility will allow for both classroom and
hands-on training in all phases of fire department operations. It is being developed jointly with Arizona
Public Service (APS) for use by our Department and their fire brigades. APS is providing the land on the
west side of the Ocotillo Power Plant, and the City is developing the site. Land negotiations are completed,
an architect has been selected, and design is underway.

Anticipated

Development Schedule Costs
1991-92 Funds currently available for Phase L. (CIP) $ 1,235,000
1992-93 Continued development funds. . (CIP) $ 550,000

The following considerations will be addressed in development of a fire training facility:
Site improvements - including parking, hydrants, paving, power, water, sewer, and drainage.’

Structures:

Skills building (drill tower).
Classroom building.
Apparatusfoutdoor classroom building.

Props:

Confined space - above ground.
Vehicle extrication area.
Electrical props.

Propane prop.

Tanker truck prop.

Driving course.

Trench rescue.

Pumnp test pit.

1991-92 ACTION PLAN

s Complete master plan.
» Put first phase out to bid (site improvement and first structure, if possible).
»  Start construction of fire training facility.



EMERGENCY RESPONSE SECTION 6

-
{

Emérgency Tesponse represents the most-visible aspect of the Department’s mission.

A major consideration in the delivery of effective emergency services is the time frame in which they are
delivered. ‘

Currently, the average response time in the City of Tempe is four minutes and 22 seconds.

The identified response time objective for the Tempe Fire Department is to be able to deliver emergency
services in an average of 3.5 minutes. Emergency response time 1s identified as the lapse time from dispatch
of fire companies until they arrive on the scene. '

Our Department is dispatched by the Phoenix Fire Department who has a standard for processing calls (the
elapsed time from answering the phone until dispatch) of 45 seconds. This time is not included in the
response time described in the above paragraph.

Another major component in the emergency response sequence is the safety of the response. It is imperative
that the response be made as safely as possible for the protection of both Departmental members and citizens.

To-date 20 intersections have been equipped with
traffic signal preemption allowing fire vehicles to
control traffic signals during emergency response.
Proceeding with this program will allow for a

| 1991
Emergency Responses

e

reduction in response time, as emergency vehicles Structure Fires 165
will not encounter red lights and cars will not "back Other Fires . 743
up” in intersections. Additionally, utilization of Emergency Medical Calis 7,249

Other Emergency Calls 1,318

light preemption technology improves emergency
response safety for both Fire Department members
and the public.

Total Emergency Incidents 9,475

_ Anticipated
Emergency Response Improvements Costs
1991-92 Light preemption, Phase IIL {CIP) ) 17,300
Installation of emergency vehicle traffic light at Fire (CIP) ) 35,000
Station #2.
1992-93 Light preemption, Phase 1l completion. (CIPy § 40,000

A North Tempe fire station and relocation of Fire Station #1, on University Drive, will be required to
maximize the effectiveness of emergency response. Selection of sites for stations will be formulated from
the Fire Station and Emergency Response Time Study. See Section 18 - Facilities.
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EMERGENCY MEDICAL SERVICES SECTION 7

The delivery of emergency medical services to the citizens of Tempe plays a major role in the operation of
the Tempe Fire Department. Currently, 76% of our emergency response activity is for the provision of
emergency medical services.” Thirty-five to forty percent of EMS calls require advanced life support
(paramedic) intervention. It is anticipated that within five years the percentage of activity involving the
delivery of emergency medical services will climb to approximately 80%.
L.

In considering our emergency medical services delivery capability, three primary components that need to
be considered are how our EMS system impacts us operationally, functionally and economically.

Some of the concerns to be addressed in planning the delivery of emergency medical services include:

Response to community events,
Increased traffic congestion with corresponding increase in accidents.

External forces, such as changes in standards and testing procedures for certification and re-
certification of emergency medical technicians and paramedics as well as improvements and
changes in the community’s standards of care. '

The need to consider what level of service delivery to provide our citizens. Should we continue
a combination approach of advanced life support and basic life support or transition to all
advanced life support level service? Do we want to strive for fire company composition, which
would be 75% paramedics and 25% EMTs for support activities?

“Equip" every unit with advanced life support equipment regardless of staffing.

Examine alternative ways to provide paramedic continuing education and certification.

Quality assurance.

Examine ways to maintain "in service" capability of paramedic units.

1991-92 ACTION PLAN

Address paramedic/EMT training and re-certification issues.

Renew contract for EMT continuing education.

Maximize "in service” time for paramedic units when one paramedic accompanies patient to
hospital. :

Refine paramedic quality assurance program.

Initiate EMT level quality assurance program.

Conduct minimum company standard evaluations for all members in the third guarter.

Place mobile digital terminals in Southwest Ambulances.
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HAZARDOUS MATERIALS | SECTION 8

|

Hazardous materials management is of growing concern, both nationally and locally. With the ever-
increasing number of chemicals and the extensive amount of high-tech research and industrial activity in the
city of Tempe, the need for a comprehensive effort to both prevent and prepare for hazardous materials

emergencies is vital.

The Tempe Fire Departmenthas had a hazardous materials team for the past five years. Recent development
in terms of training and equipment acquisition have put this team in a position to deal effectively with most
hazardous materials situations they encounter. Increasing the service level capability of the team wil require
additional equipment and training. :

Hazardous materials operations are managed within the protocols established in the Department’s hazardous
materials procedures.

Investigation of hazardous materials incidents will generally be a Fire Prevention Division responsibility in
cooperation with the City’s Office of Environmental Services, suppiemented by representatives from
appropriate agencies.

Hazardous Incident Response Team

Consists of eight people on each shift certified as hazardous materials technicians. The team is currerl"
located at Fire Station #2, at 3025 S. Hardy, and is considered a technician-level team (an intermedis
level of capability).

Our goal is to transition to a specialist-level team in 1992-93.

Training

Current training requirements consist of an initial 200-hour hazardous materials technician certification
course that is supplemented by 30 hours of continuing education each year to maintain the certification.

Upgrading to specialist level training will require an additional 64 hours of training initially above the
200 hours for the hazardous materials technician program and continuing education requirements.

"First Responder"” training for all Department personnel has been completed.

On-going annual training for "First Responder” and technician level certifications must meet the
minimum skills and competencies that are required by federal regulations (29CFR).

“Hazardous Materials Information Management

EPA reporting requirements, including SARA Title IT! guidelines have resulted in an extensive amount
of information being available to fire departments. Putting this information in a format that makes it
accessible, usable. and meaningful is the current challenge. To meet this challenge, a means f

electronic information transfer is being researched. It must be kept in mind that there are new users ai.

manutiacturers of chemicals all the time.

1.
+
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Establishment of a permit system for hazardous material occupancies is significantly strengthening our
control of hazardous materials and management of hazardous materials information.

Agencies which the Tempe Fire Department deals with in managing the hazardous materials
process:

Arizona State University - ASU now has the capability of handling minor spills themselves.
Attorney Geperal’s Office - Prosecutes people who violate hazardous materials ordinances.

State Department of Environmental Quality - Involved with regulation and clean-up operations.
A

Tempe Emergency Response Group - The goal of this group is to facilitate communication
between City agencies, Tempe St. Luke’s Hospital, and industry representatives from throughout

the community so that they may work together to prevent hazardous materials emergencies and
operate more effectively when they do occur.

Tempe Police Department - Has a hazardous materials transportation patrol unit, which addresses
problems concerning hazardous materials transportation vehicles and their cargo that may be on

any City roadway.

The Fire Department will assist the Police Department in operations involving clandestine drug
iabs.

Tempe Environmental Quality Alliance (TEQA) - This group is comprised of Fire, Police,

Industrial Waste employees, and City prosecutors who work together to exchange information and
identify problems in the best interest of Tempe citizens and the employees who respond to

emergencies.

Department of Public Safety - Interacts with our team primarily on freeway incidents or upon
request.

Other Fire Department Hazardous Incident Response Teams

Anticipated

Equipment ) Costs

1991-92  Adapt current facility for proper storage and handling of small $ 1,000
quantities of hazardous materials for training purposes.

- Modem, radio link, and cellular phene for Maclntosh computer. $ 2,200

1992-93 Complete the purchase of air bag system. $ 700

Purchase 12 vapor-tight garments. ' % 4,800

1993-94  Purchase a Maclntosh computer for Fire Station #2. b3 6,000

1994-95 Replacement of two combustible gas indicators. $ 4,200

Purchase of chlorine "B" and "C” kits. 5 3,600

N S



1991-92 ACTION PLAN

Train additional hazardous materials technicians.

Maintain "First Responder” training to all Department members.
Conduct meetings with industry, City, and hospital representatives through the Tempe Emergency
Response Group. .

Place in service new support vehicle for hazardous materials response.

Purchase additional equipment for hazardous materials response.

h
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EMERGENCY MANAGEMENT SECTION 9

(
The City of Tempe Emergency Operations Plan serves as the focal point for emergency preparedness. The
Fire Department is charged with the responsibility to manage the City’s emergency management effort.
Types of situations which may require activation of the Emergency Operations Center and implementation
of the Emergency Operations Plan include:
Serious and/or long-term hazardous materials incidents.
In preparation for, or as a result of severe storms.
Water release situations which have threatened to or have caused serious flooding and/or damage.
Fire situations which have resulted in mass casualties, significant numbers of homeless citizens,
or fires of conflagration proportions that have extended significantly beyond the building of origin.
Plane crash incidents.
Major transportation or industrial incidents.
Major structural collapse or cave-in situations.
Civil disturbances.
' ] Any situation requiring significant or extensive warning to the public.
) ‘ The primary goals of emergency management are to insure that appropriate decisions can be made rapidly,
' contingencies planned for comprehensively, and that all City departments are prepared to operate cohesively
l in the management of response and recovery operations for. large scale emergencies.

Emergency management operations will be conducted from one of two emergency operations centers. The
] primary center is located in the Patrol Briefing Room on the first floor of the Police Building at 120 E. Fifth

Street. The secondary EOC is located in the Program Room in the basement of the Library, at Rural and

Southern, which allow for an aiternative site from which to manage large-scale emergencies should the
J primary site be damaged, made unacceptable, or unsafe.

Anticipated
Emergency Management Improvements Costs

1991-92. Installation of telephone equipment completed for secondary
emergency operation site at Library,

Conduct a minimum of two emergency management exercises.
Update all appropriate sections of EOC plan. ' - 500

s Acquaint all Fire Depariment members with the emergency
management process.




Additional Considerations

Need for video link to EQOC.
Need for personal computers to support EOC management.
Need for emergency preparedness training for City employees.

S
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FIRE PREVENTION AND INSPECTION SECTION 10

The Department’s fire prevention and inspection efforts comprise a comprehensive set of programs designed
to minimize loss of life and property due to fire.

Property Loss Experience For Tempe
. Five Year Fire Loss Comparison

AL
|

§

N

1987 1988 1989

M Firc Loss Per Capita Loss

b Primary fire prevention functions focus on public education, fire inspection, code enforcement, and fire
investigations. The integration of activities in these areas will produce the most effective use of available
_ resources, and ultimately, result in achievement of the Department’s goal — preventing fires and saving
- lives and property.

Additional fire prevention functions include: plan checks, issuing permits, fee collection, fire and
building code development, hazardous material storage and waste sites mitigation, and juvenile firesetter
counseling,

Fire Department Inspection Philosophy and Types of Inspections Performed
To conduct periodic fire inspections for compliance with the Uniform Fire Code. Emphasis on

positive public education contacts and a change in focus from an enforcement approach to a
customer service approach help ensure satisfactory life safety conditions exist within a structure.




Objectives of fire inspections are to:

‘Prevent fires and minimize loss of life and property in structures.

Develop pre-fire plans.
Acquaint firefighters with buildings to whlch they may be called to conduct emergency

operations.
Maintain in good operating condition existing automatic fire detection and extinguishing
systems.

Develop the respect and support of the citizens served, establishing a positive relationship

between the Fire Department and the community,
Help owners and/or occupants to understand and eliminate unsafe conditions.
+

Types of inspections conducted include;

Note:

New buildings.

New licensing and renewals.

Institutional - daycares, hospitals, and nursing homes.

Historical. '

High rise buildings.

Maintenance inspections on all commercial and industrial occupancxes
Monthly night inspections of assembly occupancies.

Tenant improvements.

Fire pumps in structures,

The campus of Arizona State University and all Tempe public schools come under the -

jurisdiction of and are inspected by the state fire marshal. {

Code Enforcement and Recbmmendalions

In May of 1990 a standing Code Entorcement and Inspection Committee was formed comprised
of Emergency Services and Fire Prevention personnei.

- The objectives of the committee were to:

Identify and formulate a training program for engine company inspections.
Identify specific inspection goals for engine companies.

Identify types of inspections to be done.

Identify frequency of inspections.

Identify a coordinator of all inspection activity.

Identify proper inspection procedures.

Produce a printed reference manual on conducting a proper inspection.

ldentify and formulate a self-inspection program for certain types of occupancies.

To-date all these objectives have been met and are continuing to be refined.

S1g .
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Fire Investigations

Fires are routinely investigated by fire inspectors from the Fire Prevention Division.
Suspicious/arson fires are investigated by the Arson Task Force, which is comprised of fire
inspectors and Tempe police detectives.

Types of fires investigated are:

1

All structure fires.

Suspicious/arson fires.

Fires or industrial accidents involving a serious injury or fatality.
Freguent/patterned-type grass, brush, or dumpster fires.

1

In 1990 the City experienced 235 arson fires with a loss of $254,576 or 8% of the total fire loss.
Approximately 40% of the arson fires have been determined to be juvenile-related,

Plan Checks - Permit Process

. - Site plans/fire apparatus access.
- Sprinkler systems.
- Hood extinguishing systems.
- Hazardous materials,
- Underground/aboveground storage tanks.
- Fire pumps/special systems.
- Fireworks/explosives.
- Dust collection systems.
- Compressed gases.
- Special events.
- Tents and canopies.
- Burning permits.

Uniform Codes

The City utilizes the Uniform Code Series. Every three years the most current uniform code is
adopted. Currently, the 1988 edition of the Uniform Fire Code and Uniform Building Code have
been adopted with amendments. For the 1991 edition of the codes, some amendments being
considered are: hazardous materials incident cost recovery, reducing square foot requirement for
sprinkler system from 5,000 sq. ft. to 2,500 sq. ft. in B-2 buildings, and requiring sprinkler
systems in singte family residences.

Hazardous Materials Storage/Waste Sites

The Fire Prevention Division currently is:

Classifying occupancies according to quantity and type of material stored.
Processing Material Safety Data Sheets for occupancy classifications.
Identifying buildings requiring placarding with NFPA 704M diamond system.
- Mitigating problems associated with improper storage, disposal. or spili.

1
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While fire company personnel perform the majority of fire inspections in the city, greatly increag -
emergency response activities and a diverse range of other duties has reduced their ability to significan
impact the rapidly expanding inspection workload. Additional fire inspectors wiil be necessary to maintain
current levels of fire inspection services. See Section 1 - Personnel Requirements.

1991-92 ACTION PLAN

Adopt 1991 Uniform Fire code with amendments,

Monitor the effectiveness of the smoke detector amendment,

Continued code enforcement/inspection training for Emergency Services personnel.
Develop policy and procedure for Fire Assistance Support Team.

Revise policy and procedure for fire investigator call-out.

Monitor and evaluate self inspection program for selected occupancies.

Vs



PUBLIC EDUCATION SECTION 11

Public education is a respons;bihty of all members of our Department. Educating citizens concerning
services provided by the Department and how to summon those services can play a critical role in
determining whether there is a successful outcome to an emergency incident. Public education is clearly an
important objective in developing positive public attitudes about safery.

Educating citizens on how to prevent fires, minimize long-term health risks, and prevent hazardous material
incidents will be a major goal of our department in the nineties.

] The Department’s involvement with the elementary schools, aimed at teaching fire safety behaviors to young
people, will be reevaluated in an effort to determine the most appropriate format and method for
implementation,
The following represent current educational activities of the Department:

Conduct in-service training classes for firefighters in public education.

\ . Conduct a Safety City program in cooperation with the Police Department for young people.

’ . Emphasize National Emergency Medical Services Month to secure greater community
understanding for this service.

s,

Fire Prevention Week - Priority will be given to those activities which support public fire
education efforts. Since our number one goal is prevention of loss of life and property, we will
commit the month of Qctober to Fire Prevention Week activities.

Fire Safety Open House - Following a serious residential fire, arrangements will be made to do
an open house to encourage people in the community to view the damage and reinforce the need
4 for fire safety.

Citizen CPR - The Department will continue to work in conjunction with Community Services to
provide regularly scheduled CPR courses. These courses will be offered at a nominal fee as an
effort to recover operating costs. Courses will be scheduled to meet community needs.

Water Safety -- "Operation Water Watch” - In 1991, the Tempe Fire Department responded to
twelve drowning/near-drowning incidents, resulting in four fatalities; two children. The Operation
Water Watch program will be conducted spring through summer of each year. Emphasis on and
distribution of the City’s Operation Water Watch videotape through Fire Prevention, Parks and
Recreation, and the Kiwanis Recreation Center and distribution of printed material through City
offices will play a major role in the drowning prevention effort.

Fire Safety Demonstrations - Fire extinguisher, kitchen safety, sprinkler booth.

Fire Station Tour - To acguaint both children and adults with fire operations, fire equipment, fire
stations, and the service provided by our Department.

Preschool/Day Care Talks - To acquaint preschoolers with proper safety behaviors.

ale



Additional Considerations

Safety Awareness - Seat belt usage and drunk driving prevention.

1991-92 ACTION PLAN

Review partnership with Tempe Elementary School District on teaching safety behaviors to school

children. s

Conduct Operation Water Watch program.

Conduct comprehensive education effort during Fire Prevention Week throughout October.
Continue and refine citizen CPR program.

Conduct Safety City concept in cooperation with the Police Department.

Initiate a kitchen fire safety awareness program.

When appropriate, conduct an "open house” in a neighborhood suffering a serious fire.
Develop safety education program for the elderly.



PUBLIC RELATIONS SECTION 12

The public relations effort provides information to the citizens of the community concerning the many
services provided by the Department.

Informing citizens about the depth of service and the degree of caring afforded by Department members is
critical. How well the Department is appreciated by citizens can be greatly enhanced by a well thought-out,
consistent public relations effort.

Public Relations Effort

Provide fire prevention and safety messages to the news media on a continuing basis.
Provide emergency scene information to the news media.
Host Fire Prevention Week Open House in October.

Conduct seasonal safety efforts to include radio messages and news releases on a
continuing basis.

Publish an annual report and distribute to the following:

Mayor and City Council.

City Manager.

Department members.

Other City departments.
Selected fire departments.
Service clubs in the community.
Tempe Chamber of Commerce.

Institute a ride-along program - with special consideration for City Council, City
employees, members of other agencies, as appropriate, and citizens meeting program
guidelines.

Continue trauma bear program for children.
Host a catered Management Club luncheon at new fire training facility.
Establish a speaker’s program for presentation to civic groups.

Expose council members and senior City staff members to Department operations through
attendance at major incidents.

Establish a system for citizen feedback and follow-up contact:
Citizen surveys - for Emergency Services, inspections, etc.

Send cards to EMS patients.
Consider utilizing senior citizen volunteers for these efforts.

Continue water safety program.



Produce a brochure with the goal of informing citizens about the Department and its
services.

Continue a fire assistance support team (FAST) program in an effort to provide the
maximum amount of assistance to citizens who have been fire victims.

1991-92 ACTION PLAN

Conduct a Fire Prevention Week kick-off at Tempe Public Library.
Conduct a Fourth of July and December holiday safety effort.
Publish a 1991 annyal report.

Institute a ride-along program.

Continue and refine the fire assistance support team.

Produce a Department brochure.

[
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FIRE MAINTENANCE SECTION 13

The Department’s fire maintenance effort as an integral part of the Administrative Services Division is
responsible for the preventive maintenance, repair, rehabilitation, and timely replacement of the fire

apparatus fleet. )

Preventative maintenance (identifying potential problems and preventing breakdowns from occurring) will
continue to be the focal point of this effort.

We are very proud of the flexibility and responsive nature of the Department’s maintenance operation. It
is clearly an operation of which many fire departments are envious.

The monthly fire apparatus inspection and maintenance program carried out by the respective crews in
conjunction with a fire mechanic is very successful. It allows us to evaluate the vehicle’s overall condition,
find problems, and make corrections in an effort to prevent breakdowns during emergency operations.
Additionally, the fire apparatus inspection program does have a training benefit with crews participating in
the care of their own vehicles. :

Fire Maintenance may, when necessary, contract with an outside vendor for the following types of work:

Major engine overhaul.
Automatic transmission overhaul.
Major spring work.

Fire Maintenance Effort

New engineers will be assigned to the shop for eight eight-hour shifts. Beginning immediately after
promotion.

Restoration of 1960 Van Pelt pumper, City equipment #40. Body work will be required to remove
dents and repair rusted-out areas.

A computer system is required to manage the maintenance and repair records and to allow interface with all
fire stations for prompt, accurate communication concerning repair problems and their correction. See

Computer Equipment - Section 17.

. Personnel

An equipment maintenance worker is required as a third member of the fire maintenance operation. See
Section 1 - Personnel Requirements. This is to allow for reasonable distribution of the workload.
account for continued increases in the number of emergency responses each year, an increase in the
number of vehicles maintained, and to allow for invoivement of the senior fire mechanic in driver and
apparatus operator training.

Support, in terms of either a COE person or part-time clerk typist is needed for Fire Maintenance 10 do
record keeping, operate computers, and answer phones.
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1991-92 ACTION PLAN

Take possession of and place in service new ladder tender truck.
Take possession of and place in service new hazardous materials van.
Install computerized vehicle maintenance record system.

v"-"-



APPARATUS SECTION 14

A modern fire apparatus fleet is essential for the effective delivery of emergency services when responding
I to fire, emergency medical, and hazardous material emergencies.

“Qur goal is to purchase apparatus which will insure adequate service delivery with a high regard for
] employee safety and comfort.

Fire pumper and aerial ladder apparatus will be evaluated for replacement after approximately. 12 years
' : service. Mileage in excess of 100,000 miles or extensive maintenance/repair creating excessive costs, will
trigger evaluation to determine if earlier replacement is warranted.

2

Anticipated
Acquisition Schedule Costs

Ladder-73 (City Equipment #21). Ladder-73 to reserve status.
1973 American I.aFrance aerial ladder (City Equipment #42) to
auction.

l : 1991-92  Combination pumper/ladder to be purchased to replace (CIP) $ 400,000

] 1992-93  Pumper/telesquirt to be purchased to replace Engine-72 (CIP) & 300,000
(City Equipment #19). Engine-72 to reserve status. 1975 Clark
3) pumper (City Equipment #50) to auction.

A Utility/heavy rescue vehicle to be purchased to replace (CIp) § 175,000
e Support-73. This vehicle would carry shoring equipment, heavy

rescue equipment, and would be equipped to provide breathing air

inctuding air supply for confined space rescue and emergency

scene lighting support. 1981 Chevrolet one-ton (City Equipment

#35 to auction).

. 1993-94 Pumper to be purchased for additional company to be (CIP) b 275,000
placed in service in North Tempe. '

1995-96  Pumper to be purchased to replace Engine-71 cpy $ 350,000
= (City Equipment #024). Engine-71 to reserve status. 1974
American La France pumper (City Equipment #39) to auction.

Pumper to be purchased to replace Engine-76 (City (CIP) 3 260,000
Equipment #030). Engine-76 to reserve status, 1981 American
I.a France pumper {City Equipment #024) to auction.

Appropriation Approach: Funding requests for apparatus have been identified in the Deparunent’s
: Five Year Capital Improvement Program.



STAFF VEHICLES SECTION 15
f{

Staff vehicles will be purchased in accordance with City fleet guidelines and will be used as long as possible.
Employee safety, maintenance and repair costs, and public image concerns will be considered in'determining
replacement schedule. ‘ :

\ | Anticipated
Acquisition Schedule Costs
1993-94 1980 Chevrolet Malibu (City Equipment #91) to be replaced due $ 13,500
to mileage and reliability concerns.
1982 Chevrolet S10 pickup (City Equipment #429) (o be replaced.  § © 12,900
1994-95 1976 Chevrolet 1/2-ton pickup (City Equipment #044) to be ‘5 12,900
replaced. :
Sedan required for fire inspector, $ 13,500
Sedan required for staff battalion chief, $ 13,500
1995-96 1984 Chevrolet 3/4-ton van (City Equipment #033) to‘be 3 18,000
~ replaced.
1996-97 1979 GMC one-ton service truck (City Equipment #046) to be 3 18,900 .
replaced., (
1982 Chevrolet Impa]a_ (City Equipment #321) to be replaced. $ 13,500 I

LY I
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EQUIPMENT SECTION 16

An effective, well-maintained inventory of major equipment is critical to the delivery of effective, efficient
emergency services.

Equipment will be replaced when its reliability becomes a question or when technolocucai improvements
make it clearly obsolete. Personnel safety will be a major consideration in equipment purchases.

Heart monitors for advanced life support-level service will be replaced after five years service due to
reliability concerns. Additionally, two years reserve service is anticipated for these units.

: Anticipated
Acquisition Schedule Costs

1991.92  Replace ten portable radios. (CIP) $ 20,000
Replace six mobile digital terminals. (CIP) b 28,800
Replace 21 mobile radios - transferred from 800 mhz changeover. $ 0
Replace one heart monitor. $ 10,200
Replace training video equipment. 3 1,900
i 4" hose - 1000°, $ 4,000
L 2" hose - 600°, by 1,200
1992-93  Replace 20 portable radios. , (CIP) $ 35,000
Replace six mobile digital terminals. (cip) $ 27,500
Replace one heart monitor. 5 10,200
4" bose - 1000". $ 5,000
1993-94  Replace 20 portable radios. (CIPy  § 35,000
Replace six mobile digital terminals. {CIP) 5 27,500
Replace one heart monitor. b3 10,500
Replace one automatic CPR machine (thumper). ) 5,000
- Purchase one treadmill exercise machine, h) 4,000
Purchase one hydraulic rescue tool to replace one on Ladder-'.fl. 5 13,900
4" hose - 1000, 5 4,600
1-1/2" and 2-1/2" hose. $ 2,700
1994-95  Replace one heart monitor. ) 10,800
Replace five pagers. $ 3,500
e Replace one Lifecvele exercise machine. S 3,000
| Purchase one hvdraulic rescue tool to replace one on Ladder-73. S 13.900

a0 -



1995-96

4" hose - 1000".
1-1/2" and 2-1/2" hose.
Replace one heart monitor.

Replace one Lifecycle exercise machine.

Replace Fire Station #1 breathing air compressor.

Microwave System

(CIP)
(CIP)

4,700
2,900 |
11,000
3,200
35,000
320,000




COMPUTER EQUIPMENT SECTION 17

Effective information management and improved inter-department communication capabilities are primary
considerations in evaluating computer equipment needs.

_ Antictpated
 Acquisition Schedule - Costs
1992-93  Provide one .terminal for battalion chiefs. $ 2,295
] Provide one Vectra PC or Maclntosh for special operations officer. $ 5,100
Provide one Vectra PC for staff battalion chief. $ 5,100
Provide one Vectra PC with printer for Fire Stations 3 & 4 for $ 13,260
departmental electronic mail, ordering of supplies from services
specialist, incident reporting on CAD, and other administrative
functions.
Provide one printer for services specialist. $ 1,600
Provide Computer Aided Dispatch system update. (CIP) $ 150,000
1993.94  Provide HP terminals for all fire inspectors. $ 3,825
) Provide Laser Jet III printer for Fire Prevention secretary. $ 2,475
[ :
/ \f : Miscellaneous hardware and software. ) 5,800
Auxiliary hardware for computer aided mapping - digitizer. b 1,000
1994-95  Provide Laser Jet III printer for administrative clerk. $ 2,475
Provide three Vectra PCs for tactical simulation training. $ 15,300
: 1995-96  Auxiliary hardware for computer aided mapping - ram memory, $ 18,500
hard disk upgrades, MGA analyzer, IRAZ.

Additiona! Considerations

Microwave communications system integrating all Fire Department facilities.
Hand-held computers for data entry by fire inspectors.

"o
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FACILITIES | SECTION 18

i

(

The construction and maintenance of adequate facilities comprisés an important part of the overall
management responsibility of the Department. Fire stations will be constructed in a cost-effective manner
with maximum consideration for function, comfort, and energy conservation. The number and location of
fire stations plays a significant role in determining emergency response time and consequently the quality
of the City's fire and emergency medical services.

Support facilities including fire administration, fire maintenance operations, the warehouse, self-contained
breathing apparatus repair, and fire training are important operational concerns whose goal it is to support
the delivery of effective services.

Facilities Assessment

Fire Stations

Fire Station #1 - Is 26-years-old and has extensive coofing and heating problems, pfumbing problems,
and general maintenance problems. The dormitory is of an old design, which does not adequately
address privacy and health concerns. The inside appearance of the facility has been improved. Overall

condition is fair.

Fire Station #2 - Has been extensively remodeled, with work having been completed in March 19{\7
Overall condition is excellent. ’

Fire Station #3 - Has been extehsively remodeled with work having been compieted in July 1989.
Additional work contemplated includes apparatus water tank filling system and remodeling of the kitchen,
Overall condition is excellent

Fire Station #4 - No work is contemplated at this time. Due to size limitations, it is satisfactory for only
one engine company. Overall condition is very good. :

Fire Administration

The administrative office section at Fire Station #1 is totally inadequate and make-shift office space is
used extensively.

Fire Maintenance/Warehouse Facility

This facility was completed in 1988. No changes are anticipated. It is in excellent condition and is of
adequate size for this Department. )

Fire Prevention

Facilities are in excellent condition. There is some growth room available for Fire Prevention in its
current location at City Hall. {

'
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Training Facility

See Section 5 - Training Facility.

Facility Relocation Plan

Anticipated
Costs

The Fire Department’s Response Time and Fire Station Location Study completed in 1988 provides a
number of options in an effort 10 optimize service delivery to Tempe citizens in the future. It revealed
a clear need to relocate Stations #1 & #4. The plan 1o relocate from Station #1 and #4 will require
five site acquisitions. By spliniing companies currently assigned 1o these stations, this could be.

accomplished by adding only one additional company for the North Tempe station.

Initial presentation to the Ciry Council on the fire siation location plan was made on September 6,
1990, As fire siation sites are selected, it is the Department’s intent to meet with people in
surrounding neighborhoods 1o address any questions or concerns in a proactive manner.

Phase 1

Phase 2

1990-1995

Build one additional fire station in 1993-94 with an additional
engine company to improve service to residents of North. Tempe.
The current population of this area is 7,712 with a projected
population of over 11,000 by the year 2000. The anticipated rapid
development of the area including the Rio Salado Project, the
Papago Park center, and the Papago Freeway will all serve to
heighten the need for a fire station in North Tempe. Tentative sites
have been studied and an initial meeting with the homeowners
association has been held with positive results.

Benefits - Would significantly reduce response lime to emergencies
in all areas of the city north of the Salt River. Would also serve to
reinforce operations in the entire northern portion of the city (north
of Broadway) during high activity periods.

Land -
Structure -

19%0-1995

Split Fire Station #1 into two stations. This can be phased in -
building and moving into one facility at a time.

A downtown station, including Fire Administration
(relocating Fire Prevention offices to a new Fire
Administration building will improve Fire Department
operations and will have the added benefit of freeing
additional space at City Hall):

Land - Acquisition options include purchase or inclusion
on city-owned land or redevelopment project. If
purchasing land is the method selected, cost to acquire
will be between $1.0 million and $1.2 million.

Structurs: -

by 0
$ 603,000
$ 1,200,000
$ 1,740,000




A northeast station.

L]

360,000
670,000

Land -
Structure -

N

Cost Offset - A substantial recovery of funds would be realized
from the sale of Fire Station #1, with current land value set at
approximately $1,200,000.

Benefits - To significantly reduce response time into the eastern
portion of the city (east of McClintock, between University on the
north and Alameda on the south) and western portion of the city
(between the river on the north and University on the south).

Phase 3 1995-2000

Close current Station #4 and open two new stations, This will
require a station west of the current location and another east of the

current location.

. A southwest station.

240,000
756,000

Land -
Structure -

o o

. A southeast station.

Land - : h) 425,000
Structure - 3 603,000

Benefits - To improve emergency response time in both the
southeastern and southwestern portions of the city.

1991-92 ACTION PLAN

Develop a plan for site acquisitions.
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COST RECOVERY SECTION 19

Cost recovery will be initiated for services provided of a regulatory natwre. Included are some permit fees,
plan checks, and sprinkler system inspections. At this time, fire inspection, public education, and all
emergency services will continue to be provided at no additional cost as part of the Department’s basic

customer service package.

Assumptions:

2-3% of people use Fire Prevention plan check/permit services.
Many times people that use our plan check/permit services and EMS services are from out of

town.
Developers many times are from out of town.

Billing for and payment of permit fees will be handled by the Fire Prevention office.
A user fee schedule has been developed for the following services:

LP gas installation.
Underground fuel storage.
Fireworks permit.

Spray booths.

Tent inspections.

Sprinkler system inspection.
Hood instatiation.

Halon system install permit.
Alarm system install permit.
Storage of hazardous materials.

Cost recovery for citizen CPR is currently in place.
Alarm system malfunction:
Continue present follow-up program.
Utilize City alarm ordinance.
Cite as necessary.

Fire lanes and handicapped parking:

Currently only issue 8-10 a quarter.
Citations are $25.00 each.

The Health and Safety Committee of the City Council has supported development of a proposal to recover
costs associated with medical incidents caused by victims under the influence of alcohol or drugs.



1991-92 ACTION PLAN

s

(

Implement use fee schedule for selected fire prevention services.
Research .and present for policy review 2 cost recovery ordinance for operations at hazardous

material incidents.
Research and implement cost recovery procedure for medical incidents which are caused by

victims under the influence of alcohol or drugs.
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QUARTERLY MANAGEMENT SECTION 20

To provide a mechanism for moving the Department forward with a common understanding of goals and
objectives, a quarterly management system will be utilized. This will allow us to establish objectives and
measure their degree of accomplishment during a given time period. '

An attempt will be made to look at the year in advance, so as to blend quérterly objectives into overall yearly
objectives. -

Quarterly goals, and objectives will be identified by coordinating required activities at the administrative,
management and supervisory levels of the Department.

Overall Departmental goals will be published at the beginning of each quarter and will be reviewed at the
end of a quarter in an effort to judge the degree of accomplishment.

A quarterly report will be completed at the conclusion of each quarter and distributed to the city manager,
city council, and all Fire Department members.

An annual report will be published on a calendar year basis.

1991-92 ACTION PLAN

. Complete a-policy and procedure for fire company. planning and training.

T §
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TOTAL QUALITY MANAGEMENT/QUALITY ASSURANCE SECTION 21
Y i N {I -

Quality management/assurance begins with training. The quality of services rendered by the Fire
Department are determined largely by the quality of its training program.

Quality will give any individual or organizalion a long-term competitive advantage. Quality, woven in the
character of the individual and in the culture of the Department, can’t be duplicated. These attributes are
embodied in our Mission and Value Statement which serves as a foundation for our approach to quality

management.

The goal of the quality approach is a continuing ability to provide quality to our customers in both -
emergency and non-emergency encounters. It requires relentless commitment to organization-wide learning

and experimentation and is a never-ending endeavor.

Total quality management means that the Fire Department’s culture is defined by and supports the constant
attainment of customer satisfaction through an integrated systern of tools, techniques, and training. This
involves the continuous xmprovement of Departmental processes, resulting in high quality serwces to the

public.

The Department’s commitment to total quality management is based on:

Customer focus. _
Total involvement and commitment of all members. /

Measurement of progress.
Support for the process by each segment of the Department.
Commitment to continuous improvement,

Total quality management is an expression of the need for continuous improvement in four areas:

Personal and professional development.
Interpersonal relations.

Managerial effectiveness.
Organizational productivity.

The three most important aspects of total quality management are:

Counting - tools, techniques, and training in their use for analyzing, understanding, and solving
quality problems.

Customers - quatity for the customer as a driving force and central concern.
Culture - shared values and beliefs, expressed by leaders, that define and support quality.

Quality assurance will be managed in the following primary ways:

EMS Quality Assurance - Continual monitoring of the quality of EMS delivery and report’
through udherence to the standards of care established by the Tempe Fire Depariment, Tempe'.



L,
—

—

Luke's Hospital, Arizona Emergency Medical Systems, Inc., and the Arizona Depanme.m of
Health Services. '

Operational Critiques - Will be conducted at either the company, shift, or Departmental-level to
reinforce positive aspects of operations at significant incidents 1o ensure that problem areas are
identified and addressed and that lessons learned are made known Department-wide.

Feedback from Customers - Will be evaluated based on follow-up in both emergency incidents and
fire prevention activities.

Minimum Company Standards - This process allows personnel assigned to fire companies to
demonstrate their skills as evaluated against established standards and at the same time evaluate

training needs at the company, shift, and Departmental-level.

1991-92 ACTION PLAN

Strong commitment for the City’s Cash Bonus Award program as an incentive to encourage
employees to make suggestions to improve operations, services, quality, resources, and working

" énvironment.

Formulate a policy and procedure to standardize how critiques will be conducted.
Evaluate the pilot quality management efforts which have been implemented in several City

departments,
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Demonrats

CALIFORNIA STATE LEGISLATURE

1985-86 Session

Republicans

Committee Chairmen

Demncrats

Republicans

Assembly

46
33

79 (vacancy)

26
4

1985-86 Legislative Session - as of April 14, 1986

Assembly 4,420
Senate 2,617

Totals 7,037
Chaptered 1,654

1983-84 Session

Agssembly 4,056

:Senate 2,338

Totals 6,394

Chaptered 3,068

1981-82 Session

Assembly 3,811
Senate 2,099

Totals 5,910
Chaptered 2,830

1979-80 Session

Assembly 3,488
Senate 2,068

Totals 5,55
Chaptered 2,590

1977-78 Session

Assembly 3,839
Senate 2.250
Totals 6,089

INTRODUCED
Constitutional Concurrent Joint
Bills _ Amendments Resolutions Resolutions

51 138 92
4l _8 _53
92 222 145
3 104 73
76 175 150
59 5 59
135 270 209
10 189 135
B9 154 131
52 _89 0
141 263 201
B 149 117
24 159 98
51 88 46
145 247 144
13 137 78
94 181 109
13 97 53
167 Z2i8B 161
20 157 95

Chaptered 2,603

TOTALS

4,701
2,795

7.496
1.834
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Name

Group

Date

TERMINAL VALUES QUESTIONNAIRE
PART 1: ENDS

The purpose of this questionnaire is to determine your.’hierarchy of
values, or what you consider important things to strive for. Here
are eighteen values considered important by most people. Your task
is to rank them from 1 (most important) to 18 (least important), by.
writing the numbers in the spaces provided

A sense of accomp]ishment '

A comfortable 1ife

A world of peace

A world of beauty
An exciting life

Equality :
Family security

"Freedom

Happineﬁs

Inner harmony
Mature love
Hational security
Pleasure
Salvation
Self—réspect
social recognition
True friendship

Wisdom

(Have you used all the numbers from 1 through 18, and used each
number only once?)






FIRE MANAGEMENT
CALIFORNIA STATE FIRE ACADEMY

THE FUTURE

You will be assigned to small groups to brainstorm what the future of
the Fire Service will become, Spend the first five or so minutes
discussing the changes that have occurred during the past 15 years.
Then spend the next ten minutes discussing changes that you think
will occur in the State over the next |5 years, ie., demographics,
technology, medicine, family, world affairs, etc.. Last, spend 30
minutes putting together a description of the ideal fire department for
the year 2008.

Each group will give a 5 minute presentation on their 2005 " fire
depariment”. The presentations should be formal and presented

graphically along with an oral presentation.

Be creative and have fun

6-90.
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i A GLOSSARY OF EQUAL EMPLOYMENT OPPORTUNITY TERMS

The terms in this Glossary are examples of those likely to be

opportunity.

e encountered by practitioners in the area of equal employment
The Glossary is intended to present some of the

special language of EEO; hence it is not comprehensive in

coverage.

ADVERSE EFFECT

o

AFFECTED CLASS

A

As used in the context of employee
selection, adverse effect is a dif-
ferential rate of selection which
operates to the disadvantage of a
particular class. It is computed by
dividing the number of class members
selected by the total number of class
members who were administered the test,
and comparing the result with a percen-
tage derived in a similar way for the
remaining unselected group. For example,
a test which rejected 50 percent of
minority group applicants but only

10 percent of nonminority applicants
would be determined to have an adverse
effect, if the sample were adequate,

It itself, adverse effect may not con-:
stitute a violation of Title VII, but
its existence usually creates that sus-
picion. An employer may be able to
justify the adverse effect of hiring
criteria by showing that they are job-
related and neutral in their applica-
tion, but under EEOC guidelines the
employer always bears the burden of
proof.

Job applicants or employees with a
common characteristic (race, religion,
sex, national origin, age) who have
been denied equal opportunity in
violation of title VII, at any step
in the employment process.



AFFIRMATIVE ACTION PLAN A set of specific and result-oriented
procedures required of government con-
tractors/subcontractors to achieve
equal employment opportunity. An (
acceptable affirmative action plan :
must include: (1) an analysis of the
areas in which the contractor is defi-
cient in the utilization of minority
groups and women; and (2) goals and
‘timetables to which the contractor
must direct his good faith efforts in
correcting the deficiencies and in-
creasing the utilization of minorities
and women at all levels of the work
force where deficiencies exist (Revised

Order 4).
B .
BFOQ A bona fide (genuine) occupational

qualification which legally permits
employer to select or reject employees
of a certain religion, sex, national
origin, age, etc. This employment
exemption must be deemed reasonably
necessary to the normal operation of
the particular business or enterprise,

¢
CLASS ACTION A court action brought on behalf of
‘ other persons of the same affected class.

COMPLIANCE AGENCIES Under Executive Order 11246 and other
executive orders, the OFCC is charged
with insuring EEO compliance by non-
exempt government contractors and sub-
contractors. The OFCC has delegated
responsibility for enforcement to other
agencies, known as ''compliance agencies'.
For example, the Department of Defense
and the Department of Health, Education
and Welfare, : '



CONCILIATION

CONSTRUCTIVE SENIORITY
COVERT DISCRIMINATION

CRITERION RELATED

DISPARATE IMPACT---
DISPARATE EFFECT

DISTRIBUTION RATE

EMPLOYMENT TEST

In EEOC procedures, conciliation

refers to an attempt by the Commission
to resolve a charge of discrimination
by voluntary means through consultation
and persuasion.

See "Fictional Seniority"

Subtle, mostly unintentional, forms

of discrimination which pervade an
organization. Such "systemic" or
"institutionalized" discrimination is
founded on artificial barriers which
appear 'nmeutral' on their face--often
insurmountable barriers for minorities
and women to overcome.

See "Validity"

D

See Adverse Effect

(1) The degree (percentages) to which
a given protected class is employed in
the various job titles, job classes,
and other units within the employing
organization; and (2) the degree (per-
centages) to which individuals of a
given protected class are involved in
various employment transactions (for
example, application for employment,
hiring, placement, promotion, separation,
ete.).

E

Defined in the EEOC Guidelines as ''any
paper-and-pencil or performance measure
used as a basis for an employment deci-
sion and all formal, scored, quantified
or standardized techniques of assessing
job suitability." (See also Validity)



EQUITABLE REMEDY

EXTERNAL LABOR ARFA
EXTERNAL LABOR MARKET

FICTIONAL SENIORITY

"FREEDOM NOW' THEORY

GOALS AND TIMETABLES

A fair way of preventing, redressing,
or compensating a violation of the
rights of a particular individual or

-class of individuals.

A geographic area from which an em-
Ployer may reasonably recruit new
workers.

F
Sometimes called "phantom" or "unearned'
seniority. 1In layoffs, those who were
hired last under an affirmative action
program argue that their layoff defeats
the goals of affirmative action. There-
fore, they maintain that, at the very -
least, some senior employees should be
laid off in order to maintain the ratio,
for example, of men to women or whites
to blacks that existed before the lay-
offs ocurred.

An approach to remedy past employment
discrimination by giving minorities or
women with more plant seniority the jobs
of whites or males with less plant but
more departmental seniority. That is,
minorities or women would displace
white or male incumbents who hold

jobs -- "but for" discrimination --
minorities or women would be entitled
to because of greater plant seniority.
(see also "Rightful Place" theory and
"Status Quo'" theory)

G
Measurable targets, directed at achieving
prompt and full utilization of minorities
and women in the work force. Nonexempt
government contractors are required to
include goals and timetables in their
affirmative action programs and to make
every effort to achieve them. But failure
to meet goals and timetables will be ex-
cused if the contractor can show good-
faith efforts have been made.(see also
"Quotas").



INCIDENCE RATE

LIQUIDATED DAMAGES

OVERT DISCRIMINATION

PARITY

L

Measures the degree to which a
specific protected class is involved
in any of the various steps of the
employment process. For example, if
there are 80 black males of whom 20
are promoted, the incidence rate is
25 percent. As a measure of compliance,
the incidence rate is compared with the
degree to which the specific protected
class is represented in the external
labor market.

L
Payment of back wages plus an additional
amount, equal to the back wages found due--
in effect, double damages., Liquidated
damages can be awarded under the Equal
Pay Act and the Age Discrimination in
Employment Act of 1967.

0

Intentional and obvious forms of dis-
crimination, for example, job assign-
ments by race or sex, resulting in

segregated departments or work units.

P

In EE0 language, parity describes a
condition in which the percentage
participation of protected classes in
an organization (and/or its units, job
classes, etec.) is identical to the
equivalent percentages in the external
labor area. The two types of parity
are:

(1) Population parity - compares the
percentage participation by the protected
classes in an organization with their
percentage participation in .the approp-
riate external labor force;




PARITY (Cont'd)

PARTICIPATION RATE

"PATTERN OR, PRACTICE"
OF DISCRIMINATION

(1) Population parity - compares the
percentage participation by the protected
classes in an organization with their
percentage participation in the approp- I
riate external labor force; i

(2) Occupational parity - compares the
percentage participation of protected
classes in distinct occupational cate-
gories in the organization with the
participation of these classes in the
same categories in the appropriate
external labor force,

(1) Percentage of incumbents in a job
title, class, department or other organi-
zational unit (including the whole
organization) who belong to a given
protected class; and .

(2) Percentage of individuals involved

in an employment transaction (for example,
application for employement, hiring,
placement, promotion, separation) who
belong to a given protected class.

Situations in which the denial of employ-
ment rights consists of more than an
isolated, sporadic incident, i.e., is
repeated, routine or of a generalized
nature. For example, a '"'pattern or
practice' of discrimination would arise
if a number of companies or persons in
the same industry discriminated; or if a
chain of motels or restaurants practiced
discrimination throughout all or a signi-
ficant part of their system; or if a _
company repeatedly and regularly engaged
in prohibited dise¢riminatory acts. Under
the 1972 amendments to Title VII, EEOC
has the exclusive jurisdiction to bring
pattern or practice actions in the private
sector.



PRESENT EFFECT OF PAST

‘ PATTERNS OF DISCRIMINATION

D

PRIMA FACIE CASE OF
DISCRIMINATION

PROTECTED CLASSES

QUOTAS

RELEVANT LABOR POOL

RIGHTFUL PLACE THEORY

EEOC and the courts have consistently
held that employers are liable for
correcting situations in which employees
continue to suffer the 'present effects
of past patterns of discrimination'.

For example, an employer may grant plant-
wide seniority to affected employees

to promote or transfer them, without

loss of their seniority rights under a
departmental seniority system.

A case which at "first sight”, or "on
the fact of it', establishes a reasonable
cause to believe discrimination exists.

A generic term, with no precise legal
meaning, which describes those groups
that, in the eyes of Congress and the
courts, have suffered the effects of
discriminatory employment practices.

It applies to individuals who have been
descriminated against on the basis of
race, color, religion, sex, national
origin under Title VII, or on the basis
of age under the Age Discrimination in
Employment Act of 1967.

Q

Fixed numbers of percentages of hiring
or promoting minorities or females that
must be met by the employer. Failure
to meet a quota cannot be justified.
(see also ""Goals & Timetables'),

R

The total number of incumbent employees
who are in position for a specific pro-
motion. All candidates who could con-

ceivably be considered for a promotion.

An approach fashioned by the courts to
remedy past employment discrimination
without granting preferential treat-
ment to minorities and women. It
forbids the future awarding of vacant
jobs on the basis of a discriminatory
seniority system. Incumbent employees
would not be bumped out of their jobs
by minority or female employees with
greater plant seniority, but plant
seniority would be applied for filing
new positions. (see also "Freedom

Now" theory and '"Status Quo" theory).




RELEVANT LABOR POOL

"RIGHTFUL PLACE" THEORY

""STATUS QUO" THEORY

SYSTEMIC DISCRIMINATION

The total number of incumbent employees
who are in position for a specific pro-
motion. All candidates who could con-
ceivably be considered for a promotion.

An approach fashioned by the courts to
remedy past employment discrimination
without granting preferential treatment
to minorities and women. It forbids the
future awarding of vacant jobs on the
basis of a discriminatory seniority system.
Incumbent employees would not be bumped
out of their jobs by minority or female
employees with greater plant seniority,
but plant seniority would be applied for
filling new positions. (See also "Freedom
Now' theory and "Status Quo" theory)

s

Based upon the interpretation that Title
VII is prospective not retrospective,

Under this approach an employer satisfies
Title VII merely by ending existing dis-
crimination, but does nothing to undo the
effects of past discrimination. Status
quo has been rejected by the courts in
seniority cases in favor of the ”rightful{“
place' theory. (See also "Freedom Now"
theory and "Rightful Place' théory)

A practice or policy persisting over a
period of time, rather than a specific
overt action, which results in the denial
of equal employment opportunity. Such a
result of the ''system" is systemic or
institutionalized discrimination. The
fact that the policy may have been in-
advertent or unintentional is no defense
under Title VIT,
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VALIDITY

y

Three types of test validation
standards are used to show that the
test is job related:

(1Y Content wvalidity - is a demonstration
that the content of the test replicates
the job duties. Tests of skills which
the applicant must bring to the job
(e.g., typing) can be justified on

the basis of content validity.

(2) Criterion-related validity - is a
statistical demonstration of a relation-
ship between a test and the job per-
formance of a sample of workers. In-
telligence and aptitude tests usually
need to be justified by a criterion-
related validity study. :

(3) Construct validity- is a demonstration
that a test measures a personality trait
(e.g., "integrity") and that the trait

is required for the satisfactory per-
formance of the job.
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RECENT SUPREME COURT CASES

PATTERSON VS. McLEAN CREDIT UNION - 1989

~Limited 1866 Civil Rights Act to conduct at the initial
formation of a work contract (hire, certain promotions).

-Job discrimination, employment, terminations were not covered
by the law.

PRICE WATERHOUSE VS. HOPKINS - 1989

-When a plaintiff shows an unlawful motive plays a part in an
employment decision, the employer can escape liability if it can
prove it would have made the decision in absence of any
discriminatory motive.

WARD COVE PACKING CO. VS. ANTONIO - 1989

-Altered the disparate impact proof.

-Dropped the business necessity requirement and replaced it
with a lighter business justification requirement.

-Where a minority or woman alleged that several selection
criteria used by the employer, such as testing or educational
hiring decisions have a disparate impact, it would have to
demonstrate which specific criteria had disparate impact.

-Overturned major portions of Guggs burden of proof
requirements.



T



A2,
i

"COMPARABLE WORTH" VS “PREVAILING RATES"

THE CONFLICT BETWEEN POLITICS AND SOUND
PUBLIC ADMINISTRATION

BY: GERALD M. PAULY

"COMPARABLE WORTH" ALREADY IS WELL ON ITS WAY TO BECOMING
THE MAJOR NEW PERSONNAL ISSUE OF THE EARLY 1980'S. THE TERM HAS
BEEN ADDED TO THE VOCABULARY OF LAWYERS ACTIVE IN CIVIL RIGHTS
LITIGATION. FORMER EQUAL EMPLOYMENT OPPORTUNITY COMMISSION CHAIR
ELEANOR HOLMES NORTON HAS DESCRIBED COMPARABLE WORTH AS "THE ONLY
TRUE LARGE ISSUE REMAINING IN THE FLUX" UNDER THE EQUAL EMPLOYMENT
OPPORTUNITY ACT;"THE BIG ONE LEFT FOR THE 1980'S"

THE COMPARABLE WORTH CONCEPT RECEIVED MUCH PUBLICITY IN 1981 BECAUSE

OF THE STRIKE BY SEVERAL HUNDRED EMPLOYEES IN THE CITY OF SAN JOSE OVER
THE ISSUE. COMPARABLE WORTH IS ATTRACTIVE TO MANY PEOPLE WHO ARE INTERESTED
IN AFFIRMATIVE ACTION PROGRAMS, BECAUSE IT PROMISES WOMEN MORE MONEY
WITHOUT HAVING TO CHANGE JOBS.

THE CONCERN OF WOMEN WANTING TO EARN MORE MONEY IS REAL. UNFORTUNATELY,
THE COMPARABLE WORTH THEORY IS NOT A VERY PRACTICAL SOLUTION TO THE PROBLEM.

THERE ARE AT LEAST FOUR REASONS WHY COMPARABLE WORTH IS NOT A PRACTICAL THEORY

FOR PUBLIC POLICY OR ORGANIZATIONAL MANAGEMENT.
*NO METHODOLOGY EXISTS TO VALIDLY DETERMINE THE COMPARABLE WORTH OF JOBS.

*COMPARABLE WORTH THREATENS THE LONG-STANDING AND SOUND PUBLIC POLICY
OF USING PERVAILING RATES AS THE PRIMARY FACTOR IN SETTING PAY.

*WHEN MARKET DEMANDS FORCE UP WAGES FOR ONE JOB, WAGES FOR "COMPARABLE"
JOBS WOULD ALSO RISE EVEN THOUGH THE COMPARABLE POSITIONS EXPERIENCED
NO RECRUITMENT OR RETENTION PROBLEMS.

*SERIOUS LABOR RELATIONS PROBLEMS COULD BE CAUSED BY THE THREAT TO
EMPLOYEES IN HIGHER PAYING JOBS, SINCE THE THEORY SUGGESTS MANY JOBS
ARE OVER-PAID, WHILE OTHERS ARE UNDER PAID.

"PREMISE"

UNTIL RECENT YEARS, EMPLOYMENT PRACTICES IN THE UNITED STATES CLEARLY
HAD A DISCRIMINATORY IMPACT ON WOMEN WORKERS. WOMEN OFTEN WERE ARBITRARILY
REFUSED EMPLOYMENT IN BETER PAYING JOBS. DURING THE LAST DECADE, HOWEVER,
WOMEN HAVE MOVED INTO MANY OCCUPATIONAL AREAS IN WHICH FEW WOMEN WERE
EMPLOYED PREVIOUSLY, AND AFFIRMATIVE ACTION EFFORTS SHOULD CONTINUE TO
PROVIDE WOMEN BETTER ACCESS TO BETTER PAYING JOBS.

THE COMPARABLE WORTH CONCEPT STARTS WITH THE PREMISE THAT MANY JOBS
OCCUPIED PRIMARLY WOMEN ARE GROSSLY UNDERPAID AND THAT THE LOW PAY 1S
DUE TO SEX DISCRIMINATION THAT IS INSTITUTIONALIZED IN THIS COUNTRY 'S
EMPLOYMENT COMPENSATION SYSTEM. _

THE THEORY IS AN EFFORT TO MOVE BEYOND THE CONCEPT OF EQUEL PAY FOR
EQUAL WORK. THE FEDERAL EQUAL PAY ACT OF 1963 MANDATES THAT WOMEN

BE PAID THE SAME AS MEN WHEN THEIR JOBS ARE EQUAL. THE 'ACT DESCRIBES EQUAL
AS THAT REQUIRING EQUAL SKILL, EFFORT, AND RESPONIBILITY BEING PREFORMED
UNDER SIMILAR WORKING CONDITIONS. MANY PLAINTIFF'S ATTORNEYS HAVE BEEN
FOILED IN THEIR EFFORTS TO PURSUE CLAIMS UNDER THE EQUAL PAY ACT,
BECAUSE THE EMPLOYERS INVOLVED HAVE BEEN ABLE TO PROVE THAT THE JOBS IN
QUESTION ARE NOT EQUAL. COMPARABLE WORTH THUS IS A NEW LEGAL THEORY THAT
COULD NOT PROVIDE PLAINTIFF'S ATTORNEYS WITH A NEW AVENUE TO THE COURTS.
THE LEGAL CONTENTION WOULD BE "EVEN IF THESE JOBS AREN'T EQUAL, THEY ARE
OF COMPARABLE WORTH." :

(1)



"EVALUATION"

COMPARABLE WORTH ADVOCATES PROPOSE THAT JOB EVALUATION SYSTEMS BE [
UTILIZED TO SET THE PAY OF ALL POSTITIONS WITHIN AN ORGANIZATION. i
SOME EVEN SUGGEST A NATIONAL JOB EVALUATION SYSTEM. INHERENT IS THE NOTION
THAT JOBS NOT AT ALL SIMILAR IN THE TASKS, PREFORMED CAN BE COMPARED TO EACH
OTHER. UNDER PROPOSED JOB EVALUATION SYSTEMS, NUMERIC WEIGHTED FACTORS ARE
ASSIGNED TO EACH JOB. THUS ALL JOBS CAN BE REDUCED TO NUMBERS AND THE
NUMBERS BECOME THE BASIS FOR THE SALARY LEVEL.

JOB EVALUATION PLANS USE POINTS ASSIGNED TO VARIOUS JOB FACTORS TO
HELP DETERMINING WAGES, AND HAVE BEEN USED IN THE UNITED STATES SINCE
BEFORE WORLD WAR I1I. JOB EVALUATION TECHNIQUES IF USED PROPERLY, CAN BE
HELPFUL. HOWEVER THEY ALSO CAN BE USED IN APPROPRIATELY. UNDER A TYPICAL
JOB EVALUATION STUDY, THE BASIC JOB FACTORS ARE PRESCRIBED AND NUMERIC
WETGHTINGS ARE ASSIGNED TO EACH. A JUDGMENT IS MADE AS TO HOW MANY POINTS ARE
ASSIGNED TO EACH JOB IN ACCORDANCE WITH THE DEGREE TO WHICH EACH FACTOR
APPLIES TO THAT JOB.

THE -BASIC PROBLEM IS THE ASSUMPTION THAT DISSIMILAR JOBS CAN BE COMPARED
TO EACH OTHER BY REDUCING ALL JOB EVALUATION FACTORS TO NUMBERS. THIS GIVES
SUPERFICIAL APPEARANCE OF OBJECTIVITY TO THE JOB STUDY, BUT THE WEIGHTINGS
ASSINGNED TO VARIOUS FACTORS ULTMATELY ARE SUBJECTIVE.

THIS PROBLEM IS ILLUSTRATED BY THE FACTORS USED IN AN ACTUAL JOB
EVALUTION STUDY CONDUCTED RECENTLY BY A PUBLIC AGENCY IN CALIFORNIA(see chart).
WHAT OBJECTIVE EVIDENCE, FOR EXAMPLE, CAN SHOW THAT THE FACTOR “JOB CONDITIONS®
WARRANTS A MAXIMUM OF ONLY 40 POINTS, WHILE "CONTACT WITH OTHERS" IS WORTH
A MAXIMUM OF 108 POINTS? THE FACT IS THAT THE PEOPLE INVOLVED IN THIS STUDY
SIMPLY MADE THE judgement THAT " JOB CONDITIONS" WARRANTS LESS THEN HALF THE
POINTS OF"CONTACT WITH OTHERS." o
IF ONE EXAMINES SOME OF THE POINT ALLOCATIONS WITHIN EACH JOB FACTOR, L
SOME -MORE - INTERESTING CONTRASTS EMERGE. NOTE THAT UNDER "JOB CONDITIONS,"
THERE ARE 40 POINTS FOR "CONTINUOUS EXPOSURE TO HAZARDS INVOLVING A HIGH
POSSIBILITY OF LOSS OF LIFE" UNDER CONTAGT WITH THE PUBLIC, OFFICIALS,
DEPARTMENT HEADS, AND WITH PERSONNEL OF OTHER DEPARTMENTS..."
UNDER "INDEPENDENCE OF ACTION," THERE ARE 38 POINTS FOR "VARIETY OF
REGULAR ASSIGNMENTS FOLLOWING STANDARD PROCEDURES..."

NOW CONSIDER THIS QUESTION: WHAT OBJECTIVE EVIDENCE CAN BE PRESENTED
TO JUSTIFY ASSIGNING 40 POINTS FOR A JOB INVOLVING A HIGH POSSIBILITY OF
DEATH AND VIRTUALLY THE SAME NUMBER OF POINTS FOR CONTRACT WITH THE PUBLIC,
OR PERFORMING REGULAR ASSIGNMENTS FOLLOWING STANDARD PROCEDURES?

“PROPER USE"

JOB EVALUATION SYSTEMS DO HAVE VALUE. THEY CAN BE USEFUL TO A GROUP
OF JOBS THAT HAVE MANY COMMON FACTORS. FOR EXAMPLE, A JOB EVALUATION PLAN
MIGHT BE APPLIED TO DETERMINE PAY DIFFERENCES AMONG AN EMPLOYER'S CLERICAL
AND OFFICE JOBS. UNDER THAT CIRCUMSTANCE, A JOB EVALUATION SYSTEM IS BEING
APPLIED AGAINST JOBS THAT HAVE MANY FACTORS IN COMMON. THE job evaluation
system zhué s being used to help clarnify the differiences among jobs that
are very samilarn in many nespects., FOR EXAMPLE, THE VARIOUS GRADES OF TYPIST
CLERKS, STENOGRAPHER CLERKS, ACCOUNT CLERKS, AND OTHER GENERAL AND SPECIALIZED
OFFICE EMPLOYEES SHARE MANY JOBRS FACTORS IN COMMON. JOB EVALUATION CAN BE USEFUL
TECHNIQUE FOR MAKING GRADE DISTINCTIONS AND TO DETERMINE THE RELATIVE PAY

AMONG THESE RELATED JOBS. [

AS ANOTHER EXAMPLE, A JOB EVALUATION STUDY ALSO COULD BE HELPFUL IN
COMPARING AMONG RELATED JOBS SUCH AS STREET MAINTENANCE WORKERS, PARK
MAINTENANCE WORKERS, WATER AND SEWER SYSTEM WORKERS, AND OTHER SIMILAR

POSITIONS.
(2)



HERE AGAIN THE JOBS HAVE MANY FACTORS IN COMMON. The fob evaluation system
again 48 used fo help clarify the differences among fobs which ane simitanr

An many hespects,

THE VALIDITY AND UTILITY OF A JOB EVALUATION SYSTEM HAS TO BE QUESTIONED
WHEN IT IS USED TO COMPARE JOBS WHICH HAVE VIRTUALLY NOTHING IN COMMON.
HOW CAN A TYPIST CLERK BE COMPARED TO A TREE TRIMMER, OR A STENOGRAPHER
TO A SEWER WORKER?

IN CALIFORNIA, GRAPE GROWERS HAVE DEVELOPED FINELY TUNED SYSTEMS FOR
GRADING EACH VARIETY OF GRAPE. SIMILAR GRADING SYSTEMS ARE APPLIED VAR-
IETIES OF APPLES. HOWEVER WHERE IS THE SYSTEM FOR GRADING APPLES IN
COMPARISON TO GRAPES? IT DOES NOT EXIST. THE REASON IT DOES NOT EXIST
IS THAT GRAPES AND APPLES HAVE TOO LITTLE IN COMMON. WHAT IS TRUE OF
FRUIT IS TRUE OF JOBS. JOBS WHICH ARE VASTLY DIFFERENT CANNOT BE COMPARED
TO EACH OTHER IN AN OBJECTIVE AND VALID MANNER.

TODAY'S LEADING CASES CITED BY LAWYERS HELP SHOW THAT COMPARISONS CAN
BE MADE ONLY WHEN JOBS HAVE MUCH IN COMMON. A PUBLIC SECTOR CASE, COUNTY OF
WASHINGTON v. GUNTHER, INVOLVED MATRONS AND DEPUTY SHERIFFS WHO WORKED IN
THE JAIL IN WASHINGTON COUNTY OREGON. THE JOBS HAD IN COMMON THE VERY
SIGINIFICANT FACTOR THAT BOTH WERE RESPONSIBLE FOR THE CUSTODY OF PRISONERS.
A WELL KNOWN PRIVATE SECTOR CASE IS TAYLOR v. CHARLIE BROTHERS, INC.
CHARLIE BROTHERS IS A WHOLESALE FIRM IN PENNSYLVANIA. THIS CASE INVOLVED
FEMALE WAREHOUSE JOBS AND MALE WAREHOUSE JOBS. HERE AGAIN, THE JOBS HAD
MUCH IN COMMON. IT IS NO COINCIDENCE THAT THE LEADING CASES INVOLVE JOBS
THAT HAVE ENOUGH IN COMMON THAT THEY REASONABLY CAN BE COMPARED TO EACH
OTHER.

INTERESTINGLY BOTH THE WASHINGTON COUNTY CASE AND THE CHARLIE BROTHERS
CASE INCLUDE SOME DEGREE OF EVIDENCE THAT THE EMPLOYERS DID INTENTIONALLY
ACT IN A MANNER WHICH HAD THE EFFECT OF DISCRIMINATING AGAINST A GROUP OF
WOMEN EMPLOYEES, WITH RESPECT TO THEIR PAY. IN NEITHER OF THESE CASES
DID THE COURTS NEED TO ENDORSE THE COMPARABLE WORTH THEORY IN ORDER TO
AGREE THAT THE PLAINTIFF'S CASES HAD SOME MERIT.

"PREVAILING RATES"

MOST ORANIZATIONS THAT HAVE FORMAL PERSONNEL POLICIES USE PREVAILING
WAGE RATES AS ONE OF THE MOST IMPORTANT FACTORS IN SETTING WAGES. EVEN
IN ORGANIZATIONS THAT ARE UNIONIZED AND SET SALARIES THROUGH COLLECTIVE
BARGAINING, PREVAILING RATES NORMALLY ARE A MAJOR ISSUE CONSIDERED AT
THE BARGAINING TABLE. THE WAGES OTHER EMPLOYERS PAY FOR A PARTICULAR JOB
USUALLY HAVE A VERY SIGNIFICANT IMPACT ON THE NEGOTIATED RATES AGREED TO
BY THE PARTIES, EVEN IN SMALLER ORGANIZATIONS THAT DO NOT HAVE A FORMAL
PERSONNEL SYSTEM, PREVAILING RATES AS A PRACTICAL MATTER DICTATE THE PAY
RATES FOR SKILLED JOBS.

THUS, CLERKS WHO WORK FOR PUBLIC AGENCY ARE COMPARED TO CLERKS WHO WORK
FOR PRIVATE INDUSTRY AND PERHAPS TO CLERKS IN OTHER PUBLIC AGENCIES.
REFUSE COLLECTORS ARE LIKEWISE COMPARED TO REFUSE COLLECTORS. THIS IS
NOT A PERFECT SYSTEM, BUT IT IS THE MOST PRACTICAL SYSTEM THUS FAR DEVISED.
IN PRACTICE MOST PUBLIC AGENCIES, UNDER THIS SYSTEM, GAVE PRIMARY CONSIDERA-
TION TO PRIVATE SECTOR COMPENSATION, AND THUS THE PUBLIC AGENCY MERELY
FOLLOWS THE LEAD OF THEI PRIVATE SECTOR,

COMPARABLE WORTH ADVOCATES CONTEND THAT PREVAILING RATES ARE DISCRIMINATORY
FOR MANY LOWER PAYING JOBS AND THUS SHOULD NOT BE FOLLOWED IN SETTING THE PAY

OF SUCH JOBS. TO DROP PREVAILING RATES AS THE FUNDAMENTAL FACTOR IN SETTING

PAY WOULD BE A PUBLIC POILCY OF ENORMOUS CONSEQUENCE. :
: (3)



SUCH A CHANGE COULD HAVE A MAJOR IMPACT ON THE ENTIRE LABOR MARKET IN
THE UNITED STATES.

A SIGNIFICANT PROBLEM WITH THE COMPARABLE WORTH CONCEPT IS THAT ONCE {
AN EMPLOYER RANKS JOBS ACCORDING TO JOB EVALUATION WEIGHTINGS, THE
EMPLOYER BECOMES OCKED INTO SALARY SYSTEM THAT CANNOT ADJUST TO CHANGES
IN THE JOB MARKET. '

FOR EXAMPLE, IN PUBLIC AGENCIES IT HAS BEEN COMMON TO PAY THE SAME SALARY
TO SYSTEMS ANALYSTS, BUDGET ANALYSTS, AND PERSONNEL -ANALYSTS. TODAY THE
TREMENDOUS DEMAND FOR SYSTEMS ANALYSTS IS DRIVING UP SALARIES FOR THAT JOB.
IT IS VERY DIFFICULT TO RECRUIT SYSTEMS ANALYSTS. EMPLOYERS ARE FINDING THEY
MUST PAY MORE TO HIRE AND RETAIN THEM. IT IS MUCH EASIER TO HIRE WELL
QUALIFIED PERSONNEL ANALYSTS AND BUDGET ANALYSTS. IF THE EMPLOYER HAD RATED
THESE THREE JOBS AS EQUAL UNDER A POINT EVALUATION SYSTEM, THAT SYSTEM
DICTATES THAT THE PERSONNEL ANALYSTS AND THE BUDGET ANALYSTS GET PAY INCREASES
THAT ARE A RESULT OF A SEVERE RECRUITING PROBLEM FOR SYSTEM ANALYSTS.
THAT MAKES NO SENSE. ' '

"LABOR REEATIONS" -

THE COMPARABLE WORTH THEORY PRESUMES THAT ALL JOBS CAN BE GRADED IN
ACCORDANCE WITH RELATIVE VALUE, AND THEN PAID IN RELATION TO THOSE RATINGS.
AS A PRACTICAL MATTER, THE COMPARABLE WORTH THEORY SUGGESTS THAT SOME
JOBS ARE OVER-PAID AND OTHERS ARE UNDER-PAID. CONSIDERING THE FINANCIAL
PROBLEMS FACING MOST EMPLOYERS TODAY, IMPLEMENTATION OF COMPARABLE WORTH
WOULD FORCE MANAGEMENT TO LOWER THE RELATIVE PAY OF SOME JOBS IN ORDER
TO INCREASE THE RELATIVE PAY OF OTHERS. ANYONE WHO HAS EVER BEEN INVOLVED IN
'PAY ADMINISTRATION KNOWS THERE IS NOTHING MORE INFLAMMATORY THAN CHANGING -
INTERNAL SALARY RELATIONSHIPS. BOTH THE BARGAINING AGENT AND THE EMPLOYER '
WOULD HAVE TO CONTEND WITH THE DISRUPTION OF EMPLOYEES FIGHTING AMONG
THEMSELVES OVER SALARY RATES. HARMONIOUS LABOR RELATIONSHIPS CAN NEVER
BE FOSTERED WHEN A UNION SPLIT INTERNALLY OVER AN ISSUE.

WHAT IF THE TWO GROUPS OF EMPLOYEES, THE LOWER-PAID AND THE HIGHER-PAID,
ARE REPRESENTED BY TWO OR MORE BARGAINING AGENTS, WHICH OFTEN IS THE CASE?
HOW DO YOU CONVINCE FIREFIGHTERS THAT THEIR PAY SHOULD BE HELD DOWN SO THAT
SOME OTHER JOBS CAN BE PAID MORE? HOW COULD AN EMPLOYER ENGAGE EFFECTIVELY
IN GOOD FAITH BARGAINING WITH POLICE OFFICERS, IF A COMPARABLE WORTH POLICY
REQUIRED THAT THE SALARIES OF SOME OTHER OCCUPATION BE INCREASED SOME
CORRESPONDONG  AMOUNT? A COMPARABLE WORTH POLICY SURELY VOULD HAVE A
CHILLING EFFECT ON PAY NEGOTIATIONS BECAUSE AN INCREASE AGREED TO FOR ONE
JOB MIGHT BE LEGALLY APPLICABLE TO ANOTHER JOB IN ANOTHER BARGAINING UNIT.

COMPARABLE WORTH IS AN INNOVATIVE CONCEPT, BUT IT BRINGS WITH IT MANY
PRACTICAL PROBLEMS. IT IS BASED UPON THE FALSE PREMISE THAT THERE EXISTS
A METHODOLOGY FOR MEASURING THE COMPARABLE VALUE OF JOBS, BUT IN FACT
THERE IS NO SUCH METHODOLOGY. THERE ARE JOB EVALUATION PLANS WHICH CAN
BE USEFUL UNDER CERTAIN CIRCUMSTANCES. ALL SUCH PLANS INVOLVE MANY SUBJECTIVE
JUDGMENTS. NO JOB EVALUATION PLAN CAN SUBSTITUTE FOR PRACTICAL POLICY OF
PAYING ACCORDING TO PREVAILING RATES. ** '
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FACTORS USED IN A SAMPLE JOB EVALUATION STUDY

JOB FACTORS RANGE OF WEIGHTING
Job Conditions 0 - 40
Contact with othens 12 - 108
Supervision 0 - 126
Independence of Action 12 - 108
Consequence of Action - Cost 5 - 54
Consequence of Action - Wefare |

and Sagety of Othens ¢ - 54
Analutical Requirements 20 - 180

Physical Requirements - Moving
Objects 4 - 20

Physical Requirements - Ofhen
{Examples: CLimbing, Stooping _ :
Reaching, Seeding) 0 - &0

General Educational Achlievement | §- 72

Specifie Vocational Preparation-
Prion Thaining,Education; on
Experdience Requirements 0 - 54

Spectific Vocational Preparation
On-Zhe -job Expenience
Requinement 0 - 54

Befow are detailed descriptions and weightings fon three of the factons
Listed in the sampfe. Similarn descriptions exist fon each of the othen
{actons. These three ane typical and help llustrate how fob evaluation
plans work.

JOB CONDITIONS: The swuioundings on physical conditions under which the
job must be preformed and oven which the employee has no control.
Tneludes occupational hazands. Disagreeable elements inclfude: Nodise,
Dint, Fumes,Heat, Cold, Dampness. ~

Points: Description
(0} 0. Good conditions with no disagneeable elements on factons,
(§) 1. Good conditions with minon features which ocecasionally

cause discomfornt through poon ventilation, poorn Lighting,
oh uneven Zempefunes,

(5)



Points - Deserniption

{16} 2. Periodic disagheeable wonking conditions.
Occasional expgsure to disagreeable or-innitating [
elements. Possible exposure fto aceddent hazards
Anvolving Lost Zime,

(24) 3. Frequent disagneeable working conditions, on
exposurte to disagreeable efements ox factons.
Exposuwrte fo Lost time accidents on infrequent
exposune to more seious accidents such as fractunres,
severe burns, on some minon permanent physical disabifity,
L.oe., Loss of fingen, impaimment of heaning, exposure to
communicable diseases causing Lost time and minon per-
manent damage.

{32) 4, Extremely disagreeable working conditions cawsing
excessive discomfort to the wornkerns. Exposure to
aceident hazards involving maforn permanent disabifity
such as Loss of Limb, sight, ect, or Ross of Life.
Exposure £o serndlous communicable diseases causing
excessive discomfort with possibility of Loss of Life.

(40) 9. Continuous expesuwre to hazands Anvoluing a high
: - possibility of Loss of Life.

Contact With Othens: Contact with feflow employees, the public, and o§ficals

of other governmental and private onganizations., Measured by the nature and 4

purpose of confacts, thein grequency and the difficulties encountered, {

Considenation 4s given to the impontance and consequences related to -

gluing and secwring Anformation explaining policies and persuading othens
. Ko actdion. Excludes supervison-subondinate contacts.

Points Description

{12} 1. Very Little contact with pubfic on personned of cthen

depantments. Relationships with memberns of employee's own
ofgtce Limited to giving basdic factual information.

{28) 2. Contact with pubfic on personnel 0§ other departments
givdng and necedlving basic information. Cooperate with
membens of cwn offdce on wornk requining coordination.

{44) 3. Contact with the pubfic, officials, department heads,
and with personnel of other departments; tact, alertness
Lo situations; ability to present nules, negulations, and
procedural information. May include noutine contracts with
emofionally distunbed persons. ProbLems neferred to super-
visony pernsonned,

{60} 4. Same as No. 3.except that contracts also nequire the
ability to work with emotionally distunbed persons; the
ability to explain the application of nules and regulations.

(6)
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Po.ints Diserniption

[(76) 5. Contact as above; may nequine insight inte theory of
of human behavion and its application; abifity to present
fustiflcations of ddea; may aid Lin social adjustment of
Andividuals. Requines the ability 2o explain need of a
procedwrie or progham on Lo explain interpretation of rules
and regulations, Handles problem cases aften the fallune of
othens, including ability Zo secure infonmation gfrom recaled-
trnat on emotionally distunbed individuals in controvernsial
on difflcult situations.

{92} 6. Contact with offlcials of public agencies to explain
on amplify Lthe program of a department; ability fo present
Adeas and alertness Lo situations to gain acceptance of
progham nequirements on concepts.

{108) 7. Contrhact with administration officials and community
Leadens on policies which are controversial on on {mportant
changes o4 a deparntmental poficy orn procedure affecting
genernal City policy.

Independence of Action: The use of Anitative as measured by the extent

to which controls ane imposed on the position by references such as super-
visdion rnegulotions, precedents, procedunal manuals, and advise of otherns in
nelation to thein clarnity, divensity, and nelevance to the wonk.

Poiyts Discniption
(12) 1. Desined nesulits arne specified in detail. Routine and

regulanty assigned work s preformed in planned sequence aften
preliminany insthuction. Work may be routine that supenvision

A5 seldom necessany. Advise and assistance from supervisoh L4

readily available. Defailed instructions are provided fon

new procedures oh changes in existfing procedures.

(25) 2. Regulan assignments of Limited variety are made without
Anstrhuctions and preformed acconding to established procedures.
Supervison controls flow of day-to-day work and provides and
explains new Linstructions on changes in exsisiing Ainstructions.
Assistance is nreadi{ly avaifable for solution of problLems noit
covered by neference material. Wonk neviewed upon completion.

(38) 3. Variety of regulan assignments gollowing standard proced-
whes are preformed without {nsthuctions. Emplogee 44 regulary
hesponsible fon scheduling and completfing own work. Work
genenally reviewed only as probems cccwr. requires occeasional
chodeces in the application of a varniety of standarnd methods
or phocedunes Lo specdfic clrcwnstances.

(7)



Points

(57)

{65)

{79}

(93)

(108}

Diseniption

4. Varniety of regulan assignments gollouing procedures
are preformed without instructions. Requines fhequent
chodees 4in application of a variety of standarnd methods
or procedures to specific circumstances. Work problLems
are solved through conference with supervison on solved
by employee in absence of supervison subject to Later
eview, .

5. Wonk preformed with assignments made giving general
objective and nequining discretion in deteaming ox
developing methods and procedures to achieve obfective.

6. Wonk prefornmed acconding to genenal dirneetion of
assignments requining the ability to proceed independently
An defining and achieving the objectives.

7. Acts dndependently with responsibility for a fLeld
0f work where direction consists of assignment of the
nespons LbLility to attain program on project objectives
according to podlley guidelines,

§. Work preformed requines independent action 4in an
executive capacity fon degimition of program and policy
gormulation and recommendations.

k%

(5)

{,_



PUBLIC SAFETY SERVICES IN THE 1980's

CALIFORNIA CITIES TRY MANY APPROACHES TO CONTINUE SERVICE LEVELS WITH TIGHTER
BUDGETS . | o

(This material was drawn from the League's Innovation Exchange Progranm. These
and innovations in other areas of city government are summarized in the program's
third publication, More California Cutback Management, -available from the League
of California Cities, 1400 K Street, Sacramento, Ca 95814, Price; $5 plus tax

for city officials; $10 plus tax for all others.)

The conventional wisdom in the 1980's is that the voters want Tower taxes,
but they do not want essential services Tike police and fire to be cut.

In fact, it has not been possibie to shield public safety services entire-
1y from the pressure of tight budgets. Cities provide too wide a range of ser-
vices for any one department to be declared sacrosanct at the expense of -others.
The challenge to cities has been to provide a continuing level of public safety
services on reduced budgets. _ :

Two interesting trends have developed as a result. Although actual reduc-
tions in public safety services are unpopular, they have taken place in some
cities. But even more common has been a slowing down of the growth of police

‘and fire departments, so that the number of officers is no.longer keeping pace

with the growth in city populations.

The nationally recognized accounting and consulting firm of Price Water-
house, in an analysis prepared for the League of California Cities, found that
the number of sworn police officers per capita declined 7.2 percent during
the two years following Proposition 13, the latest years for which statistics
are available. Nearly 70 percent of the cities surveyed in 1980 reported de-
clines in the number of police and fire personnel per 10,000 population.

The other trend has been toward innovations in the traditional concepts
of police and fire departments. Cities all over the state are experimenting
with new ways of providing services with less money. The approaches taken can
be broken down into the following categories:

~-Inter-city copperative ventures

~ -Contracting for services

-Reorganizing city services

=Volunteerism
-Personnel and service level reductions

-Special taxesi



COOPERATIVE VENTURES ,

oo i

Among the innovative approaches practiced be California cities are cooper-
ative ventures where two or more cities pool their resources to provide a ser-

vice, share personnel, equipment or facilities, purchase suppiies and equipment,

or establish self insurance pools. .
Consolidation of Departments

What began in 1979 as the temporary loan of Corte Madera's (8647 pop.)
police chief to the neighboring city of Larkspur (12,375 pop.) evolved a year
tater into the merger of the two cities' police departments. A joint powers
agreement created the Twin Cities Police Board, composed of representatives of
both city governments. The consolidation has yielded a savings in administra-
tive costs, more efficient use of police officers, and an improved level of
service as duplication of effort has been eliminated.

In 1977, prior to the passage of Proposition 13, the city of San Carlos
(26,236 pop.) and the Belmont Fire District, a subsidiary district of the
city of Belmont (25,209 pop.), conducted a feasibility study on the consoli-
dation of the two fire departments. The consolidation effort gained momentum
when Proposition 13 forced each city to eliminate a fire station. On January
1, 1980, both fire departments were merged into the South County Fire Protec-
tion Authority. The consolidation improved protection to the communities th-
rough the addition of two fire prevention inspectors, a ladder company and
rescue unit. Other positive results include savings realized by the elimina-
tion of a fire chief, a fire marshall, three battalion chief positions and s
the standardization of fire codes for each of the cities. L

Centralized Facilities

‘Two groups of cities, Pasadena (108,000 pop.), Glendale (139,000 pop. ),
Burbank (88,871 pop.) and Anaheim (208,500 pop.), Garden Grove (123,227 pop.),
Orange (86,196 pop.) centralized their fire dispatch facilities into a single
dispatch communications center. The cities anticipate a savings due to over-
all reduction in personnel previously required to staff former dispatch facil-
ities. Pasadena, Glendale and Burbank are also considering the standardization
of equipment and training, as well as the joint use of training facilities,

CONTRACTING

The use of contracting for city services is a significant cost-saving
‘alternative being used to some degree by most cities in California, With the
current financial difficulties, this option has gathered renewed momentum
resulting in 'a new application of the contracting system.

Contracts for Police

The cities of Moraga (25,302 .pop.) and Hercules {6500 pop.) both have po-
Tice departments staffed by sworn officers hired on individual employment con-
tracts. Moraga's department consists of a Tieutenant, three sergeants, and six
officers, four of whom have three-year contracts with the city and six of whom
have two-year contracts. The contracts include a bonus provision to be paid to |
the officers upon satisfactory completion of the contract term. Salary increa- |
ses are written into the contract at the start -- 11 ‘percent for patrol officers,
10 percent for sergeants, and 9 percent for the lieutenant.

2
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A similar system is used in Fairfield (54,391 pop.) in hiring its public
safety officers, paraprofessionals who relieve sworn officers of work not re-
quiring the latter's advanced training. Fairfield, where the police and fire
services are part of a single department, also uses Public Safety Officers to
assist firefighters in fire prevention and suppression activities. As with
Moraga and Hercules, the employment contracts with Fairfield's PSO's set sa-
laries and salary increases for the term of the contract in this case, for
three years. The PSO's know when they start that their salaries will be $1200/
month in the first year of the contract, and $1500/month during the third year.

Contracting for public safety employees is very neﬁ, but has the poten-
tial of yielding a number of benefits. It avoids the backbreaking costs of

~ current police and fire pension programs, assures a more stable police depart-

ment for smaller communities which have had a history of training officers
who rapidly move into better paying jobs in larger cities, and gives the city
some greater degree of control over the make-up of its department.

REORGANIZATION OF SERVICES

As dollars become scarcer, city governments continue their focus on oppor-
tunities to change their system of delivering public services,

Para-Professionals
Modesto (102,772 pop.) created a Community Service Officer program in
which non-sworn employees do police work that does not require the presence
of a fully-trained, sworn officer. This includes prepartation of theft and .
non-injury accident reports, assisting in crowd and traffic control at fires,
jssuing traffic citations, and meeting with community groups.

Although they wear the same uniform as'poiice officers, Modesto's Commu-
nity Service Officers do not carry a gun and receive more limited training
than sworn officers. ’

The program saves both salary and retirement cost, increases the visibi-
lity and manpower of police in the community, and provides an entry-level op-
portunity for individuals to learn about police work before selecting it as
a career. It also offers another opportunity to attract women and minorities
to the police department.

Irvine {65,000 pop.) was an early innovator in this field with Public
Safety Assistants who, 1ike Modesto's Community Service Officers are para-
professionals performing tasks that do not require sworn officers. Culver
City (39,200 pop.), Stockton {127,285 pop.) and Sarita Ana (183,890 pop. )
have similar programs.

With the same intent, but in a slightly different way, E1 Segundo (15,750
pop.) has increased police protection without increasing the number of sworn
personnel. . They shifted seven police officers from administrative positions to
patrol, and filled the administrative jobs with non-sworn empioyees. Records
supervision, jailing, and parking enforcement are among the duties formerly
done by police officers and now handled by non-sworn personnel.



Public Safety Trainees

The cities of Ontario (87,000 pop.) and Ventura (73,000 pop.) have estab- é
Tished trainee positions for their public safety employees. Ontavio's [iainee
positions are designated "Police Recruit” and “Fire Iighter Trainee." tmploye-
es in the positions are paid 10 percent less than regular police officers and
fire fighters and are non-sworn until graduation from the academy. The city is
projecting a cost savings in salary and a reduced 1iability in workers' compen-
sation. ~
Ventura calls its employees "Police Officer Trainees.” Upon hiring, each
individual is placed on non-safety status until a six-month probation has been
‘completed. The city is realizing an immediate savings of $1,500 per trainee, in
addition to avoiding potential costs of injury, since the trainee is not eligib-
le for the special full time pay benefit or safety retirement benefits while
attending the academy or during training.

VOLUNTEERISM

Many cities have turned to volunteers to relieve some of the pressures on
their budgets. While some degree of volunteer effort has always been an element
in certain city services, the special attention volunteerism is now receiving
is a direct result of the shrinking revenue picture.

Police reserve programs have become fairly commonplace in many California
cities. For example, each year Monterey Park (54,298 pop.) police reserves pro-
vide the equivalent of over $55,000 in additional manpower for patrol and crowd
control activities. The cities of Chula Vista (85,000 pop.), Salinas (80,000 -
pop.), San Anselmo (13,150 pop.) and Placentia (33,900 pop.) have established
volunteer programs in virtually all city departments including police. Placen-
tia's volunteers perform clerical functions within the Arrest Warrant Unit and {
compute statistical information for the Traffic Bureau while San Anseimo volun-
teers have begun to assist neighborhood organizations with crime prevention pro-
grams. . :

PERSONNEL REDUCTIONS

Nowhere is the public's desire to maintain service levels while demanding
lower municipal costs more evident than the area of public safety. Local gover-
nment can only incorporate innovations and increase efficiency to a certain po-
int, California cities have passed that point. Most cities have been forced to
resort to the latest available alternative for coping with insufficient reven-
ues: reductions in personnel and services.

-Sunnyvale (106,796 pop.), Rohnert Park (20,000 pop.}, Marina (23,935 pop.),
Fairfield (54,391 pop.), Pasadena (117,861 pop.) and Chula Vista (85,000-
pop.) consolidated police and fire departments into Public Safety Dept.

-E1 Cerrito (23,000) closed one fire station and reduced its fire Companies
to three,

-Santa Rosa (75,200) eliminated its neighborhood alarm system.

-Riverside (156,309) saved over $200,000 by building a three-bedroom resi-
dential style fire statjon in a non-commercial neighborhood rather than the
more traditional kind. : (

-Chula Vista (85,000) eliminated several management positions, including Ass-
istant Fire Chief.

4



-Santa Maria (38,000) deleted their Assistant Police Chief position and
one police captain.

-Brisbane (3,000) laid off firefighters, established a Department of Pub-
lic Safety with law enforcement personnel cross-trained to provide police

and fire services.

-Pasadena (117,861) eliminated 11 positions in police department through
attrition. _

-Monterey Park (54,298) centralized police and fire dispatching operations
eliminating one dispatcher position and a part-time clerk typist.

SPECIAL TAXES
tocal government in California has attempted to identify new revenue mechan-

isms to cover the increasing cost of providing city services. Special tax elections
are one alternative being used by cities. Because of the required two-thirds voter

-approval imposed by Article XIII of the California Constitution, only seven of

twenty-one cities have been successful. To date, the cities of Hawthorne (56,000-
pop.), Palos Verdes Estates (14,650 pop.), Indian Wells (16Q0 pop.), Palm Desert

(14,900 pop.), Rancho Mirage (8,225 pop.), San Marino (14,183 pop.) and Stanton

(23,372 pop.) have received voter approval to fund police and fire services.

As the most costly, and most important of a city's services, public safety
will continue to be in the forefront of innovations and adaptation to limited
budgets. According to a study of the California Assembly Office of Research, pol-
ice and fire services alone average 38 percent of the entire city budget statewide,

With the prospect of continued reductions in state and federal aid to cities,
the pressure to streamline and reorganize local government and public safety ser-
vices can be expected to continue through the 1980's. ' A
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SEXUAL HARASSMENT
NOT FUNNY, NOT SMART

Introduction

A. Overview of Seminar

B. The Emerging Law of Discrimination on the Basis of Harassment
1) 1977 to date

The Cost of Harassment
A. Direct Expense

B. Indirect Expense
C. Legal Costs

Legal Framework
A. The Civil Rights Act of 1964, Section 703 (a) (1):

It is unlawful employment practice ”...to fail or refuse

to hire or to discharge any individual, or otherwise to ‘
discriminate against any individual (regarding) his compensation,
terms, conditions or privileges of employment, because of such
individual’s ....sex.”

B. California Government Code, Section 12940:
“It shall be an unlawful employment practice, unless based upon a
bona fide occupational qualification... for an employer, because of..
marital status or sex... to discriminate against such person...”.

C. Sexual Harassment Defined - EEOC Regulations
(1) EEOC Definition

Unwelcome sexual advances, requests for sexual favors,
and other verbal or physical conduct of a sexual nature when:

a. Submission to such conduct is made either explicitly or
inplicitly a term or condition of an individual’s
employment (or) :

b. Submission to or rejection of such conduct by an individual
is used as tht basis for employment decisions affecting
such individual

(or)



€. Such conduct has the purpose or effect of unreasonably -
interfering with an individual”s work performance or
creating an intimidating, hostile, or offensive working
environment.

D. Additional California Requirements

(n Fair,Enployneht and Housing Commission Regulations,
Section 7291.1 (f) (1):

“Sexual harassment...is unlawful,..and includes verbal,
physical, and visual harassment...”

E. Civil Law Remedies

IV. Multiple Standards of Review : .
A. Supervisory Harassment
(1) Employer liable for acts of agents and supervisors regardless

of whether the specific acts involved weré forbidden or
whether the employer knew of them.

B. Harassment by Co-Workers

(1) Employer liable for-acts of employees if the employer knew
or should have known of those acts unless it can prove that
1t took Immediate and appropriate corrective action,

C. Harassment by Noh-Employees
(1) Employer liable for acts of non-employees where the employer

knew or should have known and failed to take inmediate and
appropriate action. -

V. Special Harassment Situations
A. Dress Requirements

B. Homosexual Harassment

VI. Civil Liability

A. Municipal - Fair Employment And Housing Act,
Section 12926 (c)

B. Personal
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The Significance of Policies Prohibiting Harassment

A.
B.

IX. The

EEQC Guidelines
Court Decisions under Title VII

VIII .Preventive Measures

A. A Policy Prohibiting Harassment

B. A Confidential Complaint Procedure

€. The Dissemination of the Policy and Procedure
Duty to Investigate Complaints

A. Court Decisions Under Title VII

B. EEOC Guidelines

C. 42 U.S. Code Section 1983, Civil Action for Deprivation of Rights:
”Every person who, under color of any statute, ordinance, regulation..
of any State,,. subjects ...any...person...to the deprivation of any
S 10 o T barsy Talured i o S0Lion Bt Ton-
or other proper proceeding...”

The Investigation of a Harassment Complaint

A. The Spectrum of Investigations Reviewed by Federal Courts

B. The Rights of Employees Involved

C. How and When to Refer Complaints

D. When Not to Interfere

Hypotheticals



HYPOTHETICAL #1

Employees working in the machine shop constantly kid each other.
Jay frequently calls Ralph, a black employee, by the name Sambo. Ralph
often calls Jay "the shop kike.”

Mary, a new employee, did not waht to be left out so she began calling
Ralph “Dude”. Ralph referred to his friend Tony as “the wop” when he wasn’t

around.

Last week Tony bought a Elgyggy with an unusually endowed'young lady
portrayed in the centerfold. He left it at Mary’s work station with a note:
“Don’t you wish you were built like this?” 7 |

Ralph kids Mary about her sex life, askihg her questions like, “Hey
Mary, did you get any over the weekend?”

At first Mary just chuckles but Ralph keeps it up. She complains to her
supervisor, Ted, But Ted just laughs it off.

Finally, Mary files a complaint under the company’s harassment policy
against Ralph. The investigator sees Ted at a poker party and tells him
about Mary}s complaint. Ted gives Ralph a written warning.

Ralph files an EEOC charge allying discrimination_against blacks in

general and himself in particular.

1. What is the company’s most important concern?
2. Does Ralph’s charge have merit?
3. What other potential legal problems exist?



HYPOTHETICAL #2

Sarah, an honors graduate of MIT, is assigned to the research and
development division of a major electronics firm. She is the first female
professional to work in that department. Her colleagues kid her about being
overweight and being single. They ask her various questions about whether
she is a virgin, or if not, what her experiences were. One of her colleagues
draws a cartoon showing a large woman poised over a small man with an erect
penis'and leaves it on her desk. She complains to her immediate supervisor

and to his immediate supervisor, but neither is concerned.

1. If you were in charge of that division, what, if anything, would

you do?

2. What are the legal consequences, if any?



HYPOTHETICAL #3

In an assembly area, employees were required to wear uniforms, both
warm and cold weather versions.

An unusually tall woman requested that she receive a different uniform
because the one issued to her exposed her thighs. Although the ill-f itfing
uniform generated appreciative glances and highly suggestive remarks from
co-workers, her supervisors refused her request. |

1. what 1s the company’s primary concern? -

2. Has harassment occurred?



HYPOTHETICAL #4

John had a figure that made Arnold Schwarzenberger look like a scrawny
little boy, and it didn’t go unnotices. Much to his embarrassment, at the
factory where he worked the female employees constantly commented on the
state of his anatomy. It got so bad in fact that poor John continually ran
into the men’s room to escape the stares of his female co-workers.

"1 was made a sex symbol,” he complained tearfully in court, “when
all I wanted to be was a plain and ordinary wage earner.”

" "He hasn’t been a victim of sex discrimination,” protested John's
boss in her defense. “No one has asked him for sexual favors, he still works
for me and his job hasn’t been threatened. If he was bothered by the comments
of his fellow employees, he should have just ignored it. After all, while
sticks and stones may break bones, names will never harm him.”

1. If you were supervising John’s boss, what would you have done?
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o BACKGROUND

WHY WE .HA VE THE AMERICANS WITH DISABILITIES ACT

While some people are born with a disability, and other people have
disabilities that take years to develop, anyone may become disabled
tomorrow. Some disabilities are visible,. but many disabilities are hidden
and not openly obvious to those around us. An individual might have a
disability based on other criteria, such as a history of diabetes, or
treatment for cancer.

Prior to passing the ADA, Congress determined that throughout our
history our society has isolated, segregated and discriminated against
individuals with one or more physical or mental disabilities. Congress
stated that this is an on-going, pervasive problem. for the approximately
43,000,000 Americans with disabilities.

it discovered that current state and federal laws inadequately addressed
the discrimination found in employment, public accommodations, and
access to public services and transportation. Congress asserted that
discrimination against disabled individuals denies them an equal
opportunity to compete, and costs the government and the private sector -
billions of dollars in unnecessary expenses resulting from dependency,
non-productivity and the loss of talent and ideas.

Employers have failed to provide and make reasonable
accommodations. Their refusal to hire the disabled often is based on
presumptions, stereotypes, and myths about job performance, safety,
insurance costs, absenteeism, and acceptance by co-workers. Where
the disabled have been hired, they have often been placed in dead end
jobs and have been under-utilized.

To remedy ihese problems, the ADA has as its goal assuring disabled
individuals:

= equality of opportunity,
S participation,
= independent living, and

0" economic self-sufficiency.

Page 1 | QOctober, 1992
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WHAT IS THE AMERICANS WITH DISABILITIES ACT?

S

Toining Netwrk

The Americans With Disabilities Act prohibits discrimination against
people with physical or mental disabilities in employment, public
services, public accommodation, transportation, and
telecommunications. lt is divided into five parts or titles as follows:

TITLE | - EMPLOYMENT

This part of the ADA covers both public and private employers and
prohibits employment discrimination on the basis of disability. The
reguiations governing Title | are issued and administered by the Equal
Employment Opportunities Commission. These regulations are modeled
on the reguiations implementing Section 504 of the Rehabilitation Act of
1973. The ADA seeks to ensure access to equal employment
opportunities based on merit. It does not establish quotas or require
preferences favoring individuals with disabilities over those with
disabilities. This part of the ADA was effective July 26, 1992, for most

employers. '

TITLE If - PUBLIC ACCESS TO STATE AND LOCAL GOVERNMENT SERVICES
This section of the act protects individuals with disabilities from
discrimination in the services, programs, or activities of ail state, county,
and municipal governments. Public entities are required to provide
disabled individuals with the opportunity to benefit from services,

‘programs and activities in the most integrated setting possible. Both

effective communications and the characteristics of the facilities which
may be used by government are regulated. This part of the act
establishes a greater requirement for government than for private
agencies. Regulations governing public transportation are aiso
established under this part of the ADA. Title Il became effective on
January 26, 1992, and is administered by the Department of Justice.

TITLE lil - PUBLIC ACCOMMODATIONS

This section of the act applies to commercial facilities and public
accommodations such as restaurants, theaters, stores, and hotels. It
requires that all new places of public accommodation and commercial
facilities be designed and constructed so as to be readily accessible to,
and usable by, persons with disabilities. Parts of the regulation also
establish standards for removal of obstacles to access in existing
facilities. The specific standards for design of accessible facilities and for
signs in those facilities are contained in the reguiations for this part of the
ADA. (Similar design standards apply to public, and private, facilities.) it
also requires that licensing and certification for professional and trade
purposes be accessible to persons with disabilities. Title Il also became
effective on January 26, 1992, and is administered by the Department of

Justice.

Page 2 October, 1992
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“Troning Network

TITLE IV - TELECOMMUNICATIONS

All aspects of telecommunications are governed by this part of the ADA.
Of primary concern to public agencies are those sections addressing
telephone services for hearing and speech impaired individuals and
those sections addressing access to cable television.

TITLE V - MISCELLANEQOUS

Various general provisions, not covered elsewhere in the ADA are
covered in this part. This section specifically aliows state, county, and
municipal governments 1o be sued for non-compliance with the ADA,

Page 3 OC!Ober, 1892
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TESTING MINORITIES
MY TURN

BY: William Raspberry (William Raspberry is a columnist for The
washington Post.)

You know that poor blacks and other disadvantaged minorities
don't do as well on standardized tests as middle-class whites.

You also know that one of the reasons frequently given for
this shortcoming is "cultural bias" - that is, the tests either
don't ask questions based on the knowledge that the minorities have
accumulated, or they ask them in such a way that the minorities
show less knowledge than they have.

But if the standardized tests are biased against certain
minorities on these counts, it certainly ought to be possible to
construct tests that are biased toward these same minorities: tests
that are based on the peculiar life-styles of the big~city
ghetto, for instance, and administered in ways that will show ghetto
test-takers to advantage.

Dr. Robert L. Williams, professor of psychology and head of
the black studies program at Washington University, 8t. Louis, has
a modest example: The BITCH test , or Black Intelligence Test of
Cultural Homogeneity.

MULTIPLE CHOICE

His test, about which he is totally serious, consists of 100
multiple-choice gquestions to be answered as black people would
answer them. % For example:

1. NOBE OPENED means (A) flirting, (B) teed off, (C) deeply
in love, (D) very angry.

2. BLOOD means (A) a vampire, (B) a dependent individual, (C)
an injured person, (D) a brother of color.

3. MOTHERS DAY means {(A) black independence day, (B) a day
when mothers are honored, (C) a day the welfare checks come in, (D)
every first Sunday in church.

4, The following are popular brand names. Which one does not
belong? (A) Murray's, (B) Dixie Peach, (C) Royal Crown, (D)
Preparation H.

Williams says his research has shown that nearly all blacks
who take his BITCH test do better than nearly all whites who take
it. He sees that outcome as proof that cultural bias is a
manipulable thing that can be made to favor any group the test-
makers want it to.

But wait. The tests that are the despair of disadvantaged
blacks-the tests that keep them out of the good tracks in school,
the good colleges and the good Jjobs-are those that purport to
measure skills, aptitudes, achievement and reasoning ability.
Williams's test measures knowledge of a specialized vocabulary.

Except for the fourth gquestion, which calls for recognition
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of various hair pomades (Preparation H is a treatment for
hemorrheids), all the examples given-and 96 out of 100 guestions
on the test-depend on knowledge of ghetto slang. It's like asking
whether children, white or black, are familiar with such words as
house, car, love or gun and supposing that the answers tell us much
about the children's intelligence. .

THE PROBLEM

I suppose Williams wanted a test that would measure knowledge
pPrimarily familiar to black people and on which black people,
therefore, would score better than whites. If all you want is for
Johnny to outscore the rest of his class, just ask the middle name
of Johnny's mother. He'll likely do better than anyone else in the
rcom on that one. .

. But the problem is not simply to have black people and other
minorities pass gome test. The problem is to pass those tests that
tell something about their qualifications to do those things that
they would like to do,

A good many of the tests designed to do that are of
questionable validity. The person who scores highest on a written
test for bricklayers, for instance, might not be the best
bricklayer, actual or potential, in the group.

Most job tests should be reconstructed to make them meore
clearly related to the tasks to be performed. The Federal service
entrance examination, for instance, is used to screen applicants
for more than 100 different jobs. But since the questions have
little to do with the specific skills required for those jobs, it's
a safe bet that they screen out a lot of people who could perform
well on the job., It's a safe bet, too, that they screen out a -
disproportionate percentage of potentially competent blacks. There
is cultural bias, you know.

The need is to eliminate those aspects of cultural bias that
have nothing to do with what the test is about. If you're hiring
cabinetmakers or plumbers, there's not much point in asking
questions that measure knowledge of history or English (beyond a
basic working familiarity).

But to say that questions on history, English grammar and
proverbs are culturally biased is not to say that they should be
eliminated from all tests,

John David Garcia, director of the S8cience Education
Extension, explains:

Achievement tests are Supposed to be culturally biased, Their
purpose is to measure how well persons have assimilated particular
cultural information and learned to predict and control with this
information, For the vast majority of Americans it is essential to-
be able to predict and control the cultural environment of the

white middle class, if they are to have any type of success at all
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in our society. To dismiss mathematics and reading achievement test
scores as irrelevant te black children is to do these children a
disservice. It is like responding to a fire by putting out the
alarm instead of the fire." ‘

THE SOLUTION

That is the point that so many critics of standardized test
keep missing. They are dead right in charging that many of the
tests are inadequate measures of what they purport to measure, and
that some of them-notably the IQ type-may be positively harmful,
at least in some of their usages.

But since there are going to be tests for so long as there are
more applicants than places, the sclution is not to throw out the
tests but to insist on making the tests do what they allege to do,
and to give minorities the wherewithal to pass them-by teaching
them how to pass tests, if necessary.
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SHORT-FORM COUNTERBALANCE GENERAL INTELLIGENCE TEST

A Measure of Cultural Involvement in the
Pore Folks and Soul Folks Cultures

A "Gas Head" is a person who has a

Fast moving car

Stable of "lace"

"Process'

Habit of stealing cars
Long jail record for arson

oL op

If a man is called a '"Blood', then he is a

a. Fighter

b. Mexican-American
¢, Negro :

d. Hungry hemophile
e. Redman or Indian

If you throw the dice and "7" is showing on the top, what is
facing down?

a. '"Seven"

b. "Snake eyes"
c. "Boxcars'

d. "Little joes"
e. "Eleven"

If a judge finds you guilty of 'Holding weed'" (in California),
what's the most he can give you?

a. Indeterminate (life)
b. A nickel

c. A dime

d. A year in County

e. $500.00

The opposite of square is

a. Round
b. Up
c. Down
d. Hip
e. Lame

A "handkerchief head" is

a. A cool cat
b. A porter

¢, An Uncle Tom
d. A hoddi

e. A preacher



7. What are the "Dixie Hummingbirds'?

A part of the KKK

A swamp disease

A modern Gospel Group

A Mississippi Negro, para-military strike force
Deacons

oo om

8. '"Money don't get everything it's true
ney g g

But I don't have none and I'm so blue.
But what it don't get I can't use.

So make do with what you've got.

But I don't know that and neither do you.

e o

9. If a Pimp is up tight with a woman who gets State aid, what
does he mean when he talks about "Mother's Day''?

Second Sunday in May.

Third Sunday in June.

First of every month.

None of these.

First and fifteenth of every month.

[N = P o v g ]

10. Many people say that "Juneteenth'" (June 19) should be made a §
legal holiday because this was the day when _ [

The slaves were freed in the U.S.A.
The slaves were freed in Texas.

The slaves were freed in Jamaica.
The slaves were freed in California.
Martin Luther King was born.
Booker T. Washington died.

Hh o op

This test was compiled by a member of the Negro community of
Watts, California.



A PATTERN OF FORNICATION

DO YOU KNOW WHOM YOUR EMPLOYEES ARE BLEEPING WITH TONIGHT? IF A
FEDERAL COURT RULING HOLDS, IT WILL BE YOUR BUSINESS.

BY: Richard Greene

Often, Important legal matters revolve around obscure ideas
and complex technicalities. Not so, "Vinson v. Taylor", a case S0
steamy it could germinate orchids. According to plaintiff Mechele
Vinson, an employee of Maryland-based Capital City Federal Savings
& Loan, a superv1sor at the bank asked her to go to bed with him
in 1974, saying that she "owed him." What followed, in the words
of one labor attorney, was “pattern of fornication." Over the next
couple of years, Vinson says, she was forced to submit to bank vice
president 8idney Taylor's advances during and after business hours-
even in the ladies' room in the bank.

As with all cases like this one, there are a great many
questions of fact. Why didn't Vinson complain sooner? nccordlng to
vinson's lawyer, Patricia Barry, Vinson didn't tell her superiors
there was a problem because she was afraid of physical retribution.
Barry also says the bank knew that this particular supervisor had
a propensity for making passes at employees. The attorney for the
bank denies that its officers had any idea there was sexual
harassment going on.

But the importance of the Vinson case goes beyond any specific
set of facts. In rendering its decision in favor of Vinson, the
U.S. Court of Appeals for the District of Columbia decided that it
doesn't matter whether an employer knows there is a problem with
sexual harassment on the premises indeed whether it could know such
problem exists. The very fact that supervisor sexually harasses an
employee is enough to make the firm responsible, according to the
court - yet another example of judges' extending the law to the
benefit of plaintiffs and their attorneys and at the expense of
business. Says Lawrence %Z. Lorber, a partner with Breed, Abbott &
Morgan, "“"The only defense would be that the harassment never
happened."

Thus, if Vinson is upheld, companies would face a ridiculous
choice: either forbid fraternization between employees and
supervisors, or monitor all relationships between employees. Dear
Boss: Do you know where your employees are sleeping tonight?
Woulédn't the remedy be worse than the disease?

“These policies, designed to avoid 1liability, will create
wrongful discharge actions," says William Gould, a professor at
Stanford Law School. "The right of privacy, which has arisen in the
constitutional area, is now being imported into the wrongful
discharge area. 80 employers who adopt policies to heold off suits
like Vinson's will be sued for wrongful discharge in some
jurisdictiong."

In fact, the real threat in Vinson is the ever widening
doctrine of absolute liability. In recent years the law has been
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clearly headed in the direction of heightened responsibility of
employers for the acts of employees, and a holding by the U.SB.
Supreme Court for the plaintiffs in Vinson could accelerate the

trend.
A relatively new series of environmental laws, for instance,

leaves companies exposed to liability when employees improperly
dispose of harmful materials - no matter how carefully the employgr

has tried to prevent those actions,

Then -there's the whole area of workers? compensation. In a
recent state court case, the U.8. Chamber of Commerce was held
liable under workers' compensation laws for the death of one of its
employees at a weekend conference held in Los Angeles. The employee
had been drinking heavily after the end of the business day. at 2
a.m. he asked a hotel employee whether he could use the hotel's hot
tub and was told that is was closed for the day. He went in anyway,
and drowned. The Court of Appeals for Oregon found that since his
presence at the conference was connected with his employment, his
death wa also employment-relateg. ‘

The ocutcome of the Vinson case is still open. Many corporate
lawyers feel that the Supreme Court will take this opportunity to
send a message to the courts of the land, to make it clear that the
days of corporate liability's expanding in every direction are
coming to an end. According to Alvin M. Stein, a partner with law
firm Parker, Chapin, Flattau & Klimpl, "There are signs that we may
be pulling back. There is a swell of opinion now suggesting that
this litigative trend has to be reversed."
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ONE VIEW OF WHAT THE FUTURE HOLDS

For those of you who can't wait to learn what the next trends are going to be,
here's a peek into the future, courtesy of John Naisbitt, author of the best-selling

-book, "Megatrends."

Naisbitt and his wife, Patricia Aburdene, are working on a sequel to that book,
the exact title of which has yet to be determined, although it may be something Tike
"Re-Inventing Yourself" or "Re-Inventing the World We Live In.*"

At a conference held in New York recently for business people, Najsbitt and
Aburdene previewed some of the findings they will present in their book. The message
for this group was that the world is constantly changing and “only companies which
re-invent themselves will survive." The Naisbitt-Aburdene team then cited these
guideposts for the future:

_ O The u.s. economy is moving from an emphasis on capital to an emphasis on
information. People - "human capital” - are now the most important resource.

O The "baby boomer" era is ending. By 1986, more people will be leaving the
Jjob market than are entering it - and we are going to face labor shortages.

O The computer will wipe out many middle-management jobs. Armed with a com-
puter, anyone can be his or her own manager.

E]hmnagers will become facilitators instead of order-givers. The need will
not be for know-it alls but for people who ask the right questions.

O There will be a.shift from specialists to generalists. The key character-
istic will be "learning how to learn.” People will go through “lifelong career '
changes."

Ul More and more companies are contracting out for services instead of pro-
viding them internally. We're getting into the era of "leased employees."

ClNew work styles are being adopted. Flextime, where employees have the freedom
to start work at the hour most convenient to them, is one example. By 1990, one-
quarter of the workforce will be part time.

[ Hierarchies, where orders are handed down, will be phased out in favor of
networking.

CIThe issues of equal pay and comparable worth will come to the forefront.
Why should a carpenter be paid more than a nurse? The companies that deal best with
these issues will attract the best women.

E]Big companies will try to encourage entrepreneurship within their ranks by
reconstituting themselves as federations.

[ The issue will be "quality is paramount."

0 Companies will invest heavily in "wellness" programs and other facilities and
programs that have to do with employee health and education.

[JDpecisions will be made more on intuition, hunch and faith. "Running by the
numbers is out."



(JTo be competitive, companies will have to become "smart about their people.
Human beings can break your company."

There you have it, straight from the oracles. The 14 points may be refined yet {“‘

before they appear in book form. Some of the other spokes that come off these hubs
are such homilies as these:

L] We're moving into a global economy.

O we're becoming increasingly a nation of clerks - and that's why we need so
many fitness centers. ‘

OvYou should only do business with people who are pleasant.

[]Marriages are making a comeback. So are families. The best-kept secret is
that people are aching to make a commitment.
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CHAPTER 1
LEGAL FRAMEWORK FOR EQUAL EMPLOYMENT OPPORTUNITY

The legal framework for equal employment opportunity and
nondiscrimination comes from numerous sources: the U.S.
Constitution, federal legislation, federal executive orders,
guidelines and regulations issued by federal agencies in accordance
with federal statutes and executive orders, state statutes,
local ordinances, and guidelines and regulations issued by state
and local agencies., Failure to comply with equal employment
opportunity laws can result in loss of federal and/or state funds
and contracts (including federal revenue sharing funds); investigation
of organizational policies and procedures by federal, state and/or
local enforcement agencies; costly lawsuits in which public officials,
as well as the government itself can be named as defendants; and
adverse public opinion, At a time when tax-payers are expressing
increasing concern over government finances and human rights issues,
the consequences of noncompliance can hardly be dismissed by
responsive and responsible public officials.

The first step in determining whether or not your organization
is in compliance is to identify those laws, executive orders, local
ordinances and agency guidelines and regulations which are applicable
to local government. The following overview briefly outlines major
areas of consideration and is presented to assist you in this task.

U.S. CONSTITUTIONAL AMENDMENTS

Thirteenth Amendment (ratified in 1865)

Prohibits slavery and involuntary servitude except for punishment
after conviction of a crime.

Fourteenth Amendment (ratified in 1866)

Prohibits state and local governments from depriving any person
of equal protection of the laws and due process,

FEDERAL STATUTES

Civil Rights Act of 1866

Provides all persons the same right as white persons to make and
enforce contracts, This Act has been interpreted to prohibit
race discrimination in employment.

Civil Rights Act of 1871

Any person who under color of state or local law deprives a citizen
of the rights, privileges and immunities provided by the Constitution
and laws shall be liable to the person injured. This Act has been
interpreted to prohibit race, sex and national origin discrimination

1



by public employers.
Equal Pay Act of 1963

This amendment to the Fair Labor Standards Act requires all employers
to provide equal pay for men and women performing substantially

equal jobs, including professional, administrative and executive
jobs, unless the differences in pay are because of a bona fide

merit system, training program, seniority system .or some factor

other than sex. The U.S. Supreme Court decision in Usery v. The
National League of Cities, exempted state and local government Lrom
minimum wage and over-time provisions of the Equal Pay Act, but did
not exempt them from coverage under the Act. :

Civil Rights Act of 1964

* Title VI prohibits--on the basis of race, color or national origin
-~discrimination and exclusion from participation in, and denial
of benefits derived from programs receiving federal financial

. assistance. ,

* Title VII (as amended by the Equal Employment Opportunity Act of
1972) prohibits discrimination in compensation, terms, conditions
or privileges of employment on the basis of race, color, religion,
sex or national origin. Created the Equal Employment Opportunity
Commission (EEOC) to administer Title VII and provided the agency
with authority to enforce its provisions in federal court. The
1972 amendments extended coverage to public employers with 15
or more employees, Title VII does not apply to elected officials

or their personal staff or to appointees at a policymaking level.’ &

Age Discrimination in Employment Act of 1967 (as amended in 1978)

Like the Equal Pay Act, the Age Act is an amendment to the Fair
Labor Standards Act which is applicable to the public sector. It
prohibits employers with 20 or more employees in anv 20 weeks during
the current or preceding year from discriminating against persons
aged 40 to 70 in any privileges, terms and conditions of employment
because of their age. :

Rehabilitation Act of 1973

Prohibits discrimination against the handicapped under any federally
assisted program and requires employers with federal contracts

over $2,500 to take affirmative action for the employment of handi-
capped persons. A handicapped person has been defined as an
individval with a physical or mental impairment which substantially
limits one or more major life activities, or one who has a record

ot such an impairment or is regarded as having such an impairment.

Vietnam Era Veterans' Readjustment Assistance Act of 1972 (as amended)

Covers employers with government contracts of 310,000 cor more.
Calls for affirmative action to employ and advance Vietnam era and
all disabled veterans. : ' [
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FEDERAL EXECUTIVE ORDERS

Executive Order 11246 (issued in 1965)

Prohibits employment discrimination based on race, creed, color
and national origin by government contractors and subcontractors
and by state and local governments receiving federal financial
assistance in construction, rehabilitation, alteration, :onversion,
extension or repair of buildings, highways or orher real property.

Executive Order 11375 (issued in 1967)

Amended Executive Order 11246 to incluae coverage on the basis of sex.
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SIX BOLD NEW PUBLIC SAFETY IDEAS IN SEARCH OF A CITY

INTRODUCTION

In todag's America, nearly everyone agrees that you can’t solve public problems
merely by throwing dollars at them.

In fact, many citizens and public officials are disillusioned by the failure
of a number of expensive and much-publicized governmental programs. They
didn’t produce the expected results, Instead, they helped generate a wave
of opposition to governmental spending.

For local officials, that opposition is a matter of ~wajor concern, It comes
at a time when they are under pressure to improve the quality of their services.
They are asked to u?grade EQIICE and fire protection, and at the same time
they are told to hold the line on the taxes needed to pay for that protection.

When they take a hard look at the financing of public safety, local officials
often realize that traditional methods of service delivery no longer are
affordable. But the official knows that public safety services can’t be
abandoned, either., They are a primary function of local government, and
their 1mgortance is underscored by the continued escalation of the crime and
fire problems.

Under such circumstances, a fresh agproach clearly is in order. 0ld ways of
thinking need to be put aside. Public safety questions need to be answered

in terms of what might be, rather than what 1s and what always has been. Only
by breaking new ground - by sparking bold, new ideas - can the public safety
delivery system meet the standards of efficiency and effectiveness demanded
by service-conscious, fiscally aware citizens.

The challenge to develop alternatives to the traditional public service system -
was presented to the Institute for Local Self-Government py the state nmn1c1ﬁal
league directors of Arizona, California. Indiana, Oregon, and Washington. The

effort to meet that challenge was begun in 1975 with financial assistance

provided by a grant from Lilly Endowment, inc.

The project included a thorough examination of the traditional system and a
wide-ranging search for atternatives. To.ensure a practical approach, all
phases of the project were conducted under the supervision of a policy board
consisting of adninistrators in city management, the police and fire services
and the state municipal league directors.

The institute was free to raise questions about the utility of the service
elements under study and about which agencies should provide those services.
There were no preconceived notions about the line between public and private
responsibility or about the level of government best equipped to deliver a
service,

Earlﬁ in the project, the golicy board narrowed the field of investigation
to the seven innovative public safety alternatives appearing to have the
highest potential for effective implementation. They were consolidated into
thed31x sutmaries which follow. Each is really a sampler of the report it
condenses.
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In these reports, new methods of service delivery are considered, and same

significant departures from standard practices are recommended. These are
the bold new ideas that can help local government carry out its responsibilities

to its citizens.

- John €. Houlihan, J.D.. Executive Director
Institute for Local Self-Govermment



A PUBLIC SAFETY EMPLOYEES CONTRACTUAL SYSTEM
An alternative to Traditional Pension Programs and Tenure-Inducing Retirement

THE PROBLEM

Police and fire protection involve, to a far greater extent than other govern-
mental activities, substantial amounts of manpower and equipment that account
for the highest gercentage of cost in the budgets of local governments, on
the average 35-45 percent. In the police budget alone, salaries and fringe
benefits account for more than 90 percent of the total expenditure; pensions
in some cases exceed 50 percent of the total salary comitment. In one major
American city, the total cost of a police officer at a salary of $19,000 a year
is about $32,000, and most actuaries think this figure is conservative. Nearly
all governmental pension systems- federal, state, and local - lack sufficient
funds to meet their comitments to currently contemplated retirement payments.
Even so, “enrichment” of public safety enﬁloyee pension systems continhues with
public approval apparently generated by the campaigns and lobbying of organized
loyees, and reinforced by the unwillingness of legislators to face the politi-
cally difficult choice of either saying "no” to employee demands or finding the
- money to meet them.

Quigela%art fgﬁm its ggfectlon the swelli?g prob%em of underfundeqlpensi%?
iabilities, the traditional approach to oyer- oyee relationshi

%as other unwanteg e?%ects on ?ﬁé pu l%c sa_e%ﬁrgygkems?mp&0¥?ow€ng tﬁe P
traditional approach, the employer adds retirement programs and other benefits
to basic salaries to induce employees, unhampered by concerns over job security,
health costs, adn similar distractions, to work more productively and to remain
with the organization over time. The traditional approach favors long-term
employment and frowns on high employee turnover. It focuses the englgyee’s
desire for fulfillment not on the job but in the years after the job is over -
the retirement period. And it puts a premium on older, less agile employees
whose skills and aptitude with technology are aften dates.

In both cases, it is working aginst the reality of modern public safetﬁ service
delivery which demands physically fit, technologically competent, psychologically
motivated, relatively young employees.

The traditional approach tends to discourage career motivation and “lock-in”
firemen bored from inactivity and policemen soured from disagreeable public
confrontation. Increasing numbers of police officers are taking disability
retirements, The traditional commitment to a 20 or 25-year pension system 1S
clearly reflectéd in the average ages of both police and fire forces, The
traditional system precludes any opportunity to change the public safety
personnel complement from an older to a younger, more career-oriented and
physically apt working force. - )

Changes in the very nature of public safety work, over recent years, are obvious.
The police face increasing crime, violence, and rapacity. Demand for patrol
service goes unmet and immediate follow-up investigations of burglaries and
robberies have become a thing of the past, In the fire service, fires caused

by accident or negligence are less the rule than arson. Flamable, noxious
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building and furnishing materials present greater physical hazards than ever
before. The need for phg31cally agile and technologically competent personnel
in both services cannot

. e met through the tenured system fostered by traditional
employment practices. ;

AN ALTERNATIVE, The public safety services have long been viewed as paramilitary.
Their personnel structure contemplates limited lateral entry, chain-of-command
response, and administration through a peer process. Promotional selection
proceeds from the first-line officers through fixed, and limited, supervisory
levels. But the military recruitment system has been left out of the process.

Therefore, the institute proposes that public safety recruitment be altered to
to meet the same needs as_the military, namely, combat-read¥, ph%31cally agile,
and technologically capable first-line personnel and to replenish the reservoir
of rank-and-file personnel to continue meeting such requirements.

The Public Safety Employees Contractual System (PSECS) devised by the Institute
offers an opportunity to depart from the unsatisfactory traditional system. Rather
than offer a 20 to 25-year contract of employment through a traditional pension
system, PSECS contenplates short-term recruitment, e.g., three "hitches” -

an initial four years with two additional three-year-comitments. Instead of
walting out the deferred vesting of retirement benefits, or opting for disability
retirement, severance payments allocated to each recruitment -period provide a
financial cushion if either the officer or employer does not renew the enlistment.

THE OBSTACLES. Obviously such a new system cannot affect existing retirement
benefits which are legally an integral part of the enﬁloyment contract. Employee
organizations and unions must be expected to oppose the ultimate withdrawal of
the tenure concept. It is difficult to conceive of any other objections from
employee groups. Nevertheless, the critical obstacle 1s that the new system /
would have to be funded for each employee from the beginning of each recruitment.

THE BENEFITS. Future public safety officers would be the prime beneficiaries of
the PSECS system. They would no longer be burdened with either the “locked-in”
or “burnt-out” syndromes, both of which are prevalent., Both a choice of career
and the ogportunlty for upward, supervisory movement (made possible by turn-
over up the line) are prime attributes of the PSECS system. For administrators,
this alternative system would provide effective personnel management. Both police
and fire administrators could plan staffing to meet fluctuating rank-and-file
and supervisory needs, and eliminate the problem of having to live forever with
malcontents. Retention and promotion of personnel could be determined on more
rational bases; physical and intellectual aptitude and career motivation.
Finally, PSECS would permit more accurate determination of current and antici-
pated personnel costs.

COMMENT. To establish actuarial feasibility, the Institute’s PSECS model contem-
plates three sequential contract terms with sgec1f1c severance payments, but these
factors do not preclude variations to adapt the concept to local situations.

PSECS is not offered as an immediate cost-saving alternative to the traditional
pension systems, nor does the actuarial model assume employer contributions to
restore full funding to them.

It is an alternative to a lifetime employment practice, the results of which
(increasing early disability retirements on questionable claims, “double-
dipping”, and declining productivity, morale and career motivation) are costly
and contradictory to public safety personnel objectives.

=i~



MUNICIPAL FIRE INSURANCE
-~ Alternative to Private Fire Indemnity at Public Expense in Fire Prevention and Suppression

N

THE PROBLEM, In America, through Benjamin Franklin’s time and later, and in
England, until 1866, private fire insurance companies provided f1re|su§press10n
for their insured properties. For a nurber of reasons, the responsibility for
firefighting was transferred to the public sector, first to volunteers and later
to full-time, publicly supported fire departments. This divorce of suppression
from indemnity continues unreconciled, and with very important implications, a
major one being that public funds and services are expended substantially, except
for life saving, to reduce private insurers’ exposure to indemnity payments.

Moreover, the separation of these two services, suppression and indemity, has not
diminished the insurers’ interest and influence in fire prevention and suppression.
Fire insurance premium rates are set on the basis of fire losses under formulas
enployed by the insurers. Similarly, public fire department operations in staffing,
equipment, water resources, and deployment are rated by insurers’ organizations.
Thus, local government exercises control of the major prevention and suppression
facets of fire Rrotegtlon through public safety regulations and the fire department;
protection of the building owner against a monetary fire loss has long remained

a private sector matter. But the largest single item in fire protection costs

is insurance payments for an indemnification, which are avoided or reduced through
the use of public revenues.

AN ALTERNATIVE. The Institute progoses that the fire protection system be unified;

{ that gaps in the total system be closed through assumption by the public sector

(. of Ehe indemnity service; that municipalities develop a municipal fire insurance
o system.

Municipal fire insurance is defined as fire insurance unlderwritten by the munici-
pality in which the insured premises are located. In essence, a government
corporation would ﬁrov1de_the fire insurance now provided by the various private
sector companies which write fire insurance for structures and contents. Local
government would write the policies, set the premium rates, and accumlate the
surplus necessary to cover claims. This arrangement would eliminate the commission
and sales overhead of private companies, estimated to be about 25 percent of

gross: another 10 percent would be saved by eliminating profits paid to investors.

An actuarial analysis of Mountain View, California (population 60,000). chosen
because it had the necessary base data, demonstrates the feasibility of this
proposal, Projecting fire operation costs over a period of seven vears, the
mupicipal progran would yield the following results:

'alltsiTgéew and multi-family residences would have had combustion detectors

installed. -

'alltapartment houses would have detectors installed in stairways and over
exits '

*a major catastroghe.fund of $2,680,800, earning at least $160,845 in annual
interest, would be in place ‘

*the fire department budget would be cut by 65 percent

~ In developing a municipal fire insurance system, administrators and citizens must
s decide what will be insured and for what calamities. They must also decide
4 whether participation will be voluntary or mandatory. For example, a municipality .
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ma¥ de?ide to éns re Tingle-fanil ang nuétip%e—faTilg dwellings, but not 8GP_

mercial and 1ndustrial ofcupancies. Besides rire 10SS, coverage may extend to

water damage, vandalism, and other types of loss included in existing standard
olicies, To assure a firm financial basis for the new system, participation can
e made mandatory.

i
'\

The report analyzes poteptial pitfalls in any insurance system which may entrap

a municipal system as well, For example, it is possible to so underestimate losses
as_to create a dangerous city liability. Also, it may not be possible to build

a large enough loss reserve to cover a catastr0ﬁh1c liability. Careful analysis
and initlal caution in rate setting can hedge these risks and, since the risk of

a catastrthlg loss is small, a city may be able to reinsure or "underwrite” part
of the risk with a private carrier.

THE OBSTACLES. Administrators considering a municipal fire insurance program can
expect opposition from the fire insurance industry pased on its perception of
Impact on profits; difficulty in passing needed state or municipal enabling
legislstion; and uncertainty about who will cover losses now covered under home-
owners’ policies.not due to fire.

THE BENEFITS. The potential benefits of a municipal plan are attractive:

*municipal control over the largest single cost of fire protection.
*offsetting the costs of fire suppression or prevention services by the
aggregating premiums collected .

*premium rate structures which reflect risk factors more accurately

COMMENT. Cities should not expect the insurance industry to welcome municipal fire
‘insurance with OEen arms, On the other hand, insurance_industry concerns would

not appear to ma e 1 _ , _

S0 do costs, which can be reflected in insurance premium reductions; idealized,
perhaps, but probably workable to some degree. Anyone’s fire hazard becomes
everyone’s cost hazard, a fact which should become obvious to all.

PUBLIC SAFETY INSPECTION CONSOLIDATION
An Alternative to Divided Responsibility for Total Fire Protection

THE PROBLEM. The responsibility for the safety of buildings has come to be
fragmented between the fire services and the building and housing officials
charged with code inspections and the issuance of construction permits. The
involvement of fire Rreventlon.and squresszon services 1s only minor and casual
when compared with the activities of building and housing inspectors.

An additional consideration is the resulting underuse not only of fire prevention
knowledge of the firefighters, but of their duty time, 80 percent of which con-
sists of activities other than fighting or preventing fires. Finally, most
medium-sized cities, like larger metropolitan areas, have a substantlal investment
in fire houses and stations. These facilities uniformly are in the.centers of
well-planned districts easily accessible, as most building departments are not,
to citizens seeking permission to build or remodel.

-6-
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Fire professionals believe that it is cheaper to prevent fires than to extinguish

them. On this premise, fire departments have, more and more, involved themselves
in preventive activities such as inspecting buildings and cataloguing hazards to
effective firefighting (narrow access, remote hydrants and so forth.), This
approach achieves more practical results than classroom visits and neighborhood
distribution of fire prevention week pamphlets,

AN ALTERNATIVE. The Institute proposes consolidating all safety inspections within
the fire service. The model it developed uses the non-emergency time of Cross-
trained firefighter/inspectors in enforcing building codes and uncovering fire
hazards and eliminating violations. Fire stations can double as district permit
and inspection offices where contractors and citizens_apply for construction

and remodeling permits and arrange for inspections. This anticipates decen-
tralization of the traditional building department, which would link its central
files to the district stations with computer terminals, and deﬁloy specialist
inspectors as needed. In a 40-hour week of three eight-hour snifts per day, fire-
fig ter/lnsEecths can perform all the inspections, site visitations, reporting
and record keeping now performed by a building department. Firefighter/inspectors,
individually or in pairs, are assigned specific inspections within a designated
area on a daily basis. Electronic pagers would call them whey they were needed

to fight fires. When performing inspection duties the firefighters would be
accountable to the fire marshal. When fighting fires they would report directly
to the operations chief or next in command.

The "Fire Specialist” programs in Scottsdale, Arizona and Rohnert Park, California
operate under this typeé of arrangement.

THE OBSTACLES. Possible barriers are;

*employee resistance to an eight-hour shift o o
*federal and state laws or municipal charter provisions that prohibit out-of-

- ~classification assignments: _ o
*limitations in existing union contracts which may not allow the addition of

inspection to firefighters’ duties S o
*the need to modify existing job descriptions and qualifications guidelines
used in recruiting personnel _ . _
*determining the types of inspections which can be productively placed under
the fire department

THE BENEFITS. Consolidating code enforcement under the fire department would:

*increase the productivity of inspection programs and efficiently use non-

energenc% time of firefighters .

*reduce the number of fires and the extent of damage caused by the fires

that do occur , o . o

*expand the role of fire departments in fire prevention, producing increased
rgfe331onal1zat10n for firefighters as they increase their field of know-
edge '

COMMENT. Despite the barriers, consolidation of fire and inspection services
offers city administrators an opportunity to make public safety services more
productive; develop an effective fire prevention program with a minimum of
additional funds; and improve the effectiveness and efficiency of code enforce-
ment activities. The approach is designed to save the taxpayer money. However,
a good training program is a prerequisite of a successful inspection consolidated
program, This actually means higher short-term costs for the municipality in
order to secure the long-term benefits.
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| A TALE OF TWO CITIES
Master Planning, an Alternative to the Common Practice of Incremental Decision Makinq~

THE PROBLEM. Budgeting for fire services invglves many decisions with long-term
consequences. As publlic administrators and elected officials must squeeze existing
resources to maintain present service levels, decisions to budget for additional
buildings, equipment, and additional sworn personnel can no longer be made as
last-minute, crigis-impelled responses. The traditional, incremental, budgetary
approach to total community fire protection is becoming iess tenable in light of
reduced municipal revenue and increasing costs of suEpre331on services and
equipment, Fire administrators and the public must have the capability to rationally
determine the level of service needed by the comunity and the cost options
available to get the most from dollars spent.

Fire master planning is a valuable tool enabling administrators to anticipate
and provide the needed comunity service level and fix ‘the price which the public
can afford. The “price” agreed upon reflects the level of risk that_the comunity
is willing to accept. Acceptable risk is that part of the fire problem which ex-
ceeds the current or planned capability of the fire protection system. The need
to determine the level of risk stems from the inability of -cities to have access
to unlimited economic resources. Economic restraints require that decisions be
made on how best to allocate available resources. The practical application of
the concept is not quite so straightforward because specific measures which are
common to both the problem and the system must be defined in the final analysis
in terms that are relevant to the comunity.

AN ALTERNATIVE. Two fictitious cities, Sampleton and Exville, are ﬁortrayed -
as identical in all respects except that one uses master planning wnile the other  (
does not. These two cities are followed over a 10-year period in which they

experience the same fires. However, the impact of these fires is not the same.

The "good-versus-evil” characterization of the camunities is for empahsis and
effect. The real world, of course, falls somewhere in between; but the indi-
v1dga%_f1re events in the report are plausible, given the respective comunity
conditions.

In Exville, the only “long range” plan consists primarily of a future land use
map which is several years old. Its real planning tends to be an annual exer-
cise tied to the budget cycle. Any other planning and related studies tend to be
carried out in response to external stimuli, such as state and federal mandates,
zoning change requests, and pressures from citizen groups. Since Exville’s
planning activities are simply reactive, the Institute report focuses instead

on Sampleton.

In Sampleton, the impetus to plan fire services for future needs comes from the
city manager and the fire chief. A planning team is set up and guided by a
steering committee made up of representatives of community interest _groups.

The major steps in the planning process were determined and followed by the
planning team: (a) identify the community and its boundaries; (b) define the
fire situation; (c) extablish goals and objectives; (d) define selection criteria;
(e) define and analyze system alternatives; (f) select system alternatives; and
(g) prepare the plan.
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Two points of special interest emerge from the report. First, Sampleton, in

monitoring its master flan in action, is confronted with facts which must be fed
back into the planning process, illustrating the continuing nature of planning.
Second, the potential impact of the plan on the city’s knowledge of its capacities
agﬁ limitation in the area of fire services has implications for planning in
other areas.

THE OBSTACLES. The obstacles envisioned which may inhibit implementation of
fire master planning are:

*absence of an environment conducive to the benefits of long-range planning

‘ghe 1ngﬁrent resistance of an organization to change from accepted ways of
oing things _ _

*lack of the time and commitment necessary tcjevelop a practical master plan
that can be acted on

THE BENEFITS. The benefits atrributed to fire master planning are:

*more effective fire protection attained efficiently o
«the ability to plan for future growth realistically without sacrificing
overall fire protection capability _ _

ereduce financial and physical loss sustained from fires

COMMENT. Master planning can clarify the trade-offs involved in providing
public safety services, The development of alternative methods for providing
services, including estimates of the potential costs and benefits of each
alternative, better enables citizens or their representatives to select the
levels of service and cost they are willing to accept. Master planning also
allows a comunity to anticipate changes in the demand for services and to plan
for them. The decision to require individuals to bear the increased costs of
better services directly, for examwple, by requiring homeowners to install
smoke detectors, or to raise taxes to finance improvements, such as more fire-
fighters and more sophisticated equipment, can be made.

CIVILIANS IN PUBLIC SAFETY SERVICES

An Alternative to Traditional Public Safety Service Provided Exclusively by Sworn
or Uniformed Personnel

THE PROBLEM. Public safety service is so labor intensive that the traditional
delivery of services exclusively through municipally employed sworn or uniformed
personnel is now under scrutiny. Police administrators faced with increased
patro demend, but denied additional recruiting, have begun shifting to civilian
personnel for clerical, dispatching, identification, and custodial work, Little,
1f any, comparable accommodation is reflected in the fire departments. Ironically,
firefighting was historically a totally volunteer civilian effort. There are
more volunteers than paid firemen and forces relying on “paid volunteers” are
common. Nor is it any longer universally accepted that either or both services
must be provided fully or exclusively by local government employees. There are
comunities contracting for private patrol and fire services; within many cities
private security guards and alarm systems are employed by residential associa-
tions as_they are in commercial and industrial areas, This trend clearly
implies lack of confidence in local government’s ability to provide adequate
services.
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~ Police and fire personnel, a highly trained and expensive corps of professionals,
are unproperly employed when they are assigned duries which less costly para-.
profess%onals could perform, either under municipal employment or through private
contract.

AN ALTERNATIVE. In this report, the Institute examines opportunities for assigning
certain_jobs to civilians and to the private sector. The primary difference bet-
ween “civilianization” and “privatization” is the identity of the service provider.
In the first, government retains its provider role but seeks efficiency in the use
of less costly civilian employees for various sugpart tasks. The second involves
service delivery by the private sector through which the local government pur-
chases and administers the services under contract.

Although local governments have steadily increased the use of non-sworn personnel
for record keeping, detention, and planning, the sworn officer still provides

most of the services. This report examines the feasibility of extending the use

of civilians and the private sector to areas that have not yet been explored and

éooks at operating systems which have not recieved the attention they apparently
gserve,

The Institute analyzes the potentials of both a total contracted police service

and the use of non-sworn officers for investigation and patrol. In both cases,

actual municipal data are used in addition to information from the literature to
test the economic feasibility of the two alternatives. The Institute concludes

that total contracting of police services may result in short-term savings, but

ultimately, will cost more money than a well-run municipal department.

While the feasibility and desirability of contracting for all police functions is
negligible, investigation and patrol appear to lend themselves to efficient pro-
visions through the private sector. Selected functional.services may include:
(1) support services - those which do not directly serve the public but provide
assistance to police units and personnel engaged 1n primary police service to
citizens; (2) secondary line services - those not a part of the police department’s
essential public safety mission, such as reporting of damaged street lignts, road
obstructions, reports and complaints about other city services, and some kinds of
traffic control; (3) primary line services - those basic to the public functions,
such as patrol, criminal investigation, and other field services. Geographically
specific services, for example, would be limited-purpose patrols for public
housing projects, city transportation systems and/or parks and recreation areas.

The Institute study concludes that contracting_with civilians to perform para-
professional tasks can save a lot of money. Citing findings from Kansas City and
New York City studies, the report estimates that between 70 percent and 80 per-
cent of the calls for service received by police do not require response by
sworn officers. Rand Corporation’s study.of the criminal investigative functions
indicates that_some reapportioning of tasks between sworn and civilian personnel
1s possible, The Institute estimates that a police department can reduce by
nearly 50 percent its personnel costs for services that can be delivered by
clvilians. The report lists selected police investigation and patrol functions
that can be turned over to civilians or contracted for. o

One private system is presented as an example of contracting for fire services.

It is a combined public and private effort managed by a private company, The
City owns more than half of the equipment and all four fire stations, furnishing
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~trai ' S 1o supplement the private department’ -]
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maintenance, adn the remainder of the suppression equipment.

Measures of the productivity of services and costs of this system are compared
with three adjacent similar cities with traditionally operated fire departments.
D?t? supporttthe conclusion that the contract company provides comparable service
at lower cost.

In many cases, a municipality may not wish to consider contracting all its fire
services; the Institute study aslo explores the potential for use of civilians for
specific tasks and functions within tne traditional fire service organization,
Tnis approach is easier to adopt on an incremental basis. The report identifies
three general areas in which the use of civilians is beneficial: (1) ancillary
tasks outside of the immediate fire area, such as monitoring gauges, first aid,
etc,; (2) preventive services, such as inspections and code enforcement and com-
munity education; and (3) admnistrative services, such as computerized data
collection and processing systems, communitcations and dispatching, maintenance
and clerical work.,

THE OBSTACLES. The obstacles to a total or partial civilian contingent in
public safety cannot be viewed lightly, Use of civilians appears easier to
achieve than the more complex procedure of private contracting. In either case,
however, thay can come to the same inpasses: o

soppogition. from public safety unions or associations

smorale problems fram conflict between uniformed and civilian personnel

«initial lower pay for civilians who may be only temporary, depending on level

of duties assigned

spublic skepticism

THE BENEFITS. The benefits between the two forms differ on a number of specifics.
In both systems, however, the use of non-sworn personnel should:

*lower costs of service delivery
sencourage better employee performance .
*permit 1ncreased professionalization of uniformed personnel

COMMENT. The use of non-sworn personnel for the delivery of public safety service
offers an alternative of high potential for increasing productivity. Cities
may contract with the private sector to provide specific services or give civilians
certain positions within police and fire services. Partial contracting and use

of civilians for selected police functions not only would cut costs; it would free
officers from tedious tasks and enable them to concentrate on specialized assign-
ments. Before either method is pursued, it would be well to have the manage-

ment talent it takes to operate and monitor a system of this scope. Otherwise,
the chances of success are greatly diminished.

-11-



ALARM SYSTEMS MANAGEMENT
Alternative to Limited or Qualified Response to False Alarms (

THE PROBLEM. In the last decade, crime in the United States in all categories
reported increased 176 percent compared to a population growth of 13 percent.

In the 10 years ending with 1970, robberies increased 224 percent and burglaries
rose 113 Yercent. Many property owners purchased and installed alarm systems and,
as a result, the security industry’s growth is now estimated at 18 percent a

year and is likely to rise dramatically.

“Falsing” is a police and alarmm industry term denoting a growing problem for
police administrators, who claim that nearly 90 percent of all activated alarms
are false. The security industry prefers to consider only alarms resulting
from equipment malfunction as false. This distinction is one without a
~difference for in practice every alarm regu1res police response, The problem

1s now so_acute and widespread that many departments either assign low priority
for patrol response and investigation or leave the decision to the patrol officer.
Like the bo¥ wno cried wolf, the alarm is presumed false and responding officers
tend to be less apprehensive and elert, or don‘t respond at all,

The problem is compounded when a ringing alarm bell provokes citizens to tele-
phone police and impair normal communications. There are other serious conse-
quences from widespread installation of alamm systems, the falsing rate, and
the lack of police response. _

AN ALTERNATIVE. Unfortunately, only a single remedial alternative to the falsing [ Y

problem has been adopted by municipalities; ordinances imposing fines and decerti-~
fication of alamm installations for variously specified falsing rates. Enforce-
ment of such ordinances, usually directed against the property owner, produces
only greater citizen dissatisfaction with police services, does not materially
reduce falsing, and discourages needed and effective installations,

One practical alternative is the exercise of the local government police power
through licensing, certification and regulation. Another alternative, for larger
CgﬂﬂU?ltlES, may well be the franchising of alarm systems in specific, georgra-
phical areas.

At the very least, licensing should involve adoption of standards for installation,
including technical competency of installers and maintenance personnel, Where
alarms are installed with closed communication to a central system, private

Batrol response should also be consolidated within specific geographical areas.

oth installers and private patrol responders should meet minimal police quali-
fications and background investigation, given the high security risk to subscribers.,

THE OBSTACLES. A major obstacle is found in=the larger cities where various
private systems provide service without reference to particular neighborhoods
or districts and in which different conganzes provide private patrol response. .
Here, ther is, at a minimum, a need to bring about a single response service,
Another obstable in larger cities with many operating systems will be faced In
attempting to franchise the system by areas.
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THE BENEFITS. Assumption by local ﬁovernnents, through police administration, of
an affirmative responsibility for the reduction of falsing rates appears, in

- general, the only approach to significant use of alarm technology. Certainly,
punitive ordinances and non-response policies ignore the alarm system’s poten-
tial for deterring and apprehending criminals.

COMMENTS, Experience shows that the conviction rate for burglars caught in the

act is well over 95 percent, Should reliable signals result in sure police
response, there can be swift and certain arrest and conviction
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Strateglc Planmng

Long Range Planning

Strate,q.lc Pla:nmng

Built from Top Levels of the
Orgamzat1on

Based on Management s
~ Responsibility to Effect
Positive Change ( “What It
Could Be")

Incorporate, Values Mission,
Strategies -

Includes Guidelines for How
We Interact

Should Drive Decisions
Uncomfnon

Focuses on Success
Prevents Pfoblems

Focuses on Customers' Needs

Long Range Planning

Built from Bottom Levels of
the Organization

Base’d on Sta'tusA.Qﬁo ("What
Current Trends Predict It
Will Be'r')

~ Usually in _Financial Terms

Doesn't Provide Guidelines for
Day to Day Behavior

Usually Drive De.cisions
Common

Focuses on Not Losing
Fixes Problems

Focuses on Internal Needs
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Concerns Fire Service must
address, but usually aren't

equlpped to do i':--

Response tlmes for First, Second, & ThlI‘d
~ due companies?

Effect of Mutual / Automatic Aid--' on
response times?

Who beneﬁts from Aid agreements?
Optimal response area for stétion?
Quickest time vs. shortest distance?

Defending change in facility location?

How can response time be improved
without cost increase? |

Pro]ectmg/ marketing needs to
customers/decision makers
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 Areas of Organizational Conflict

 Management vs. Iiébor. S
- Suppression vs. Prevention
Suppression vs. EMS |
- EMS vs. County EMS Officer =
Flrst Responders vs. Private Ambulance
Fire Chief vs. City Manager
Fire Chief vs. Elected Body
Fire Marshal vs. Developers |
Fire Inspection vs. Chamber of Commerce
A-Shift vs. B-Shift vs. C-Shift vs. Other Shift
EMS vs. Hazmat -
Big City vs. Rural Areas

Dispatchers vs. Suppression
etc., etc.

Know the other side - role play your oppbnent |

Offensive vs. Defensive






KEYERS-MILIAS-BROWN ACT
(Government Code)

Sec. 3500. Purpose and Intent. It s the purpose of this chapter to
promote full communication between public employers and their employees by
providing a reasonable method of resolving disputes regarding wages, hours and
other terms and conditions of employment between public employers and public
employee organizations. It is also the purpose of this chapter to promote the
improvement of personnel management and employer-employee relations within the
various public agencies in the State of California by providing a uniform
basis for recognizing the right of public employees to join organizations of
their own choice and be represented by such organizations in their employment
relationships with public agencies. Nothing contained herein shall be deemed
to supersede the provisions of existing state law and the charters, ordinances
and rules of local public agencies which establish and regulate a merit or
civil service system or which provide for other methods of administering
employer-employee relations nor it is intended that this chapter be binding
upon those public agencies which provide procedures for the administration of
employer-emplioyee relations in accordance with the provisions of this chapter.
This chapter is intended, instead, to strengthen merit, civil service and
other methods of administering employer-employee relations through the
establishment of uniform and orderly methods of communication between
employees and the public-agencies by which they are employed.

Sec. 3501. Definitions. As used in this chapter:

(a) "Employee organization" means any organization which includes
employees of a public agency and which has as one of its primary purposes
representing those employees in their relations with that public agency.

(b} "Recognized employee organization" means an employee organization
which has been formally acknowledged by the public agency as an employee
organization that represents employees of the public agency.

(c) Except as otherwise provided in this subdivision, "public agency"
means every governmental subdivision, every district, every public and
quasi-public corporation, every public agency and public service corporation
and every town, city, county, city and county and municipal corporation,
whether incorporated or not and whether chartered or not. As used in this
chapter, "public agency" does not mean a school district or a county board of
education or a county superintendent of schools or a personnel commission in a
school district having a merit system as provided in Chapter 5 (commencing
with Section 45100) of Part 25 and Chapter 4 (commencing with Section 88000)
of Part 51 of the Education Code of the State of California.

(d) "Public employee" means any person employed by any public agency,
including employees of the fire departments and fire services of counties,
cities, cities and counties, districts and other political subdivisions of the
state, excepting those persons elected by popular vote or appointed to office
by the Governor of this state.

(e) "Mediation" means effort by an impartial third party to assist in
reconciling a dispute regarding wages, hours and other terms: and conditions of
employment between representatives of the public agency and the recognized

~
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employee organization or recognized empioyéé"“dféanizations through
interpretation, suggestion and advice. :

Sec. 3502. Right to_Join or Abstain; Individual Representation. Except
as otherwise provided by the Legislature, pubTic employees shall have the
right to form, Jjoin and participate in the activities of employee
organizations of their own choosing for the purpose of representation on all
matters of employer-employee relations. Public employees also shall have the
right to refuse to Jjoin or participate in the activities of employee
organizations and shall have the right to represent themselves individually in
their employment relations with the public agency.

Sec. 3502.5. Agency Shop Agreements; Payments In Lieu of Dues or Fees:
Rescission; Application; Records.

(a) Notwithstanding Section 3502, or any other provision of this chapter,
or any other law, rule, or regulation, an agency shop agreement may be
negotiated between a public agency and a recognized public employee
organization which has been recognized as the exclusive or majority bargaining
agent pursuant to reasonable rules and vregulations, ordinances, and
enactments, in accordance with this chapter. As used in this chapter, tagency
shop” means an arrangement that requires an employee, as a condition of
continued employment either to join the recognized employee organization, or
to pay the organization a service fee in an amount not to exceed the standard
initiation fee, periodic dues, and general assessments of such organization
for the duration of the agreement, or a period of three years from the
effective date of such agreement, whichever comes first. However, any
employee who is a member of a bonafide religion, body, or sect which has
historically held conscientious objections to Jjoining or financially
supporting public employee organizations shall not be required to join or
financially support any public employee organization as a condition of
employment. Such employee may be. required, in lieu of periodic dues,
initiation fees, or agency shop fees, to pay sums equal to such dues,
initiation fees, or agency shop fees to a nonreligious, nonlabor charitable
fund exempt from taxation under Section 501(c)(3) of the Internal Revenue
Code, chosen by such employee from a list of at least three such funds,
designated in a memorandum of understanding between the public agency and the
public employee organization, or if the memorandum of understanding fails to
designate such funds, then to any such fund chosen by the employee. Proof of
such payments shall be made on a monthly basis to the public agency as a
condition of continued exemption from the requirement of financial support to
the public employee organization.

(b) An agency shop provision in a memorandum of understanding which is in
effect may be rescinded by a majority vote of all the employees in the unit
. covered by such memorandum of understanding, provided that: (1) a request for
such a vote is supported by a petition containing the signatures of at least
30 percent of the employees in the unit; (2) such vote is by secret ballot:
{(3) such vote may be taken at any time during the term of such memorandum of
understanding, but in no event shall there be more than one vote taken during
such term. Notwithstanding the above, the public agency and the recognized
employee organization may negotiate, and by mutual agreement provide for, an
alternative procedure or procedures regarding a vote on an agency shop
agreement .,

(4]
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(c} An agency shop agreement shall not apply to management, confidential,
or supervisory employees. e

(d) Every recognized employee organization which has agréed to an agency
shop provision shall keep an adequate, itemized record of its financial
transactions and shall make available annually, to the public agency with
which the agency shop provision was negotiated, and to the employees who are
members of the organization, within 60 days after the end of its fiscal year,
a detailed written financial report thereof in the form of a balance sheet and
an operating statement, certified as to accuracy by its president. and
treasurer or corresponding principal officer, or by a certified public
accountant. An employee organization required to file financial reports under
the Labor-Management Disclosure Act of 1959 covering employees governed by
this chapter, or required to file financial reports under Section 3546.5, may
satisfy the financial reporting requirement of this section by providing the
public agency with a copy of such financial reports. .

Sec. 3503. Representation of Members; Membership Admission and Dismissal
Regulations; Right of Personal Appearance. Recognized employee organizations
shall have the rignt to represent their members in their employment relations
with public agencies. Employee organizations may establish reasonable
restrictions regarding who may join and may make reasonable provisions for the
dismissal of individuals from membership. Nothing in this section shall
prohibit any employee from appearing in his own behalf in his employment
relations with the public agency.

Sec. 3504. Scope of Representation. The scope of representation shall
include all matters relating to employment conditions and employer-employee
relations, including, but not limited to, wages, hours, and other terms and
conditions of employment, except, however, that the scope of representation
shall not include consideration of the merits, necessity, or organization of
any service or activity provided by law or executive order.

Sec. 3504.5. Notice of Proposed Act Relating To Matters Within Scope of
Representation; Meeting; Emergencies. Except in cases of emergency as
provided in this section, the governing body of a public agency, and boards
and commissions designated by law or by such governing body, shall give
reasonable written notice to each recognized employee organization affected of
any ordinance, rule, resolution, or regulation directly relating to matters
within the scope of representation proposed to be adopted by the governing
body or such boards and commissions and shall give such recognized employee
organization the opportunity to meet with the governing body of such boards
and commissions.

In cases of emergency when the governing body or such boards and
commissions determine that an ordinance, rule, resolution or regulation must
be adopted immediately without prior notice or meeting with a recognized
employee organization, the governing body or such boards and commissions shall
provide such notice and opportunity to meet at the earliest practicable time
following the adoption of such ordinance, rule, resolution or regulation.

Sec. 3505. (Conferences; "Meet and Confer in Good Faith" Defined. The
governing body of a public agency, or such boards, commissions, administrative
officers or other representatives as may be properly designated by law or by
such governing body, shall meet and confer in good faith regarding wages,
hours, and other terms and conditions of employment with representatives of




such recognized employee organizations, as defined in subdivision (b) of
‘Section 3501, and shall consider fully such presentations as are made by the
employee organization on behalf of its members prior to arriving at a
determination of policy or course of action.

"Meet and confer in good faith" means that a public agency, or such
representatives as- it may designate, and representatives of recognized
employee organizations, shall have the mutual obligation personally to meet
and confer promptly upon request by either party and continue for a reasonable
period of time in order to exchange freely information, opinions, and
proposals, and to endeavor to reach agreement on matters within the scope of
representation prior to the adoption by the public agency of its final budget
for the ensuing year. The process should include adequate time for the
resolution of impasses where specific procedures for such resolution are
contained in tocal rule, regulation or ordinance, or when such procedures are
utilized by mutual consent.

Sec. 3505.1. Memorandum of Agreement. If agreement 'is reached by the
representatives of the public agency and a recognized employee organization or
recognized employee organizations, they shall jointly prepare a written
memorandum of such understanding, which shall not be binding, and present it
to the governing body or its statutory representative for determination.

Sec. 3505.2. Mediation; Appointment of Mediator; Costs. If, after a
reasonable period of time, representatives of the public agency and the
recognized employee organization fail to reach agreement, the public agency
.and the recognized employee organization or recognized employee organizations
together may agree upon the appointment of a mediator mutually agreeable to
the parties.. Costs of mediation shall be divided one-half to the public
agency and one-half to the recognized employee organization or recognized
employee organizations. :

Sec. 3505.3. Time Off Allowances To Employee Representatives. Public
agencies shall allow a reasonable number of public agency employee
representatives of recognized employee organizations reasonable time off
without loss of compensation or other benefits when formally meeting and
conferring with representatives of the public agency on matters within the
scope of represéntation. :

Sec. 3506. Discrimination Prohibited. Public agencies and employee
organizations shall not interfere with, intimidate, restrain, coerce or
discriminate against public employees because of their exercise of their
rights under Section 3502.

Sec. 3507. Rules and Regulations. A public agency may adopt reasonable
rules and regulations after consultation in good faith with representatives of
an employee organization or organizations for the administration of
emptoyer-employee relations under this chapter (commencing with Section 3500).

Such rules and regulations may include provisions for (a) verifying that
an organization does in fact represent employees of the public agency, (b)
verifying the official status of employee organization officers and
representatives, (c) recognition of employee organizations, (d) exclusive
recognition of employee organizations formally recognized pursuant to a vote
of the employees of the agency or an appropriate unit thereof, subject to the
right of an employee to represent himself as provided in Section 3502, (e)
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additional procedures for the resolution of disputes involving wages, hours
and other terms and conditions of employment, (f) access of employee
organization officers and representatives to work locations, (g) use of
official bulletin boards and other means of communication by employee

- organizations, (h) furnishing nonconfidential information pertaining to

employment relations to employee organizations, and (i) such other matters as
are necessary to carry out the purposes of this chapter.

Exclusive recognition of employee organizations formally recognized as
majority representatives pursuant to a vote of the employees may be revoked by
a majority vote of the employees only after a period of not less than 12
months following the date of such recognition.

No public agenty shall unreasonéb1y withhold recognition of employee
organizations.

Sec., 3507.1. Mediation of Disputes; Recommendations for Resolving
Disputes. In the absence of local procedures for resolving disputes on the
appropriateness of a unit of representation upon the request of any of the
parties, the dispute shall be submitted to the Division.of Conciliation of the
Department of Industrial Relations for mediation or for recommendation for
resolving the dispute. :

Sec. 3507.3. Professional Employees; Representatjons; Submissions of
Dispute to Division of Conciliation. Professional employees shall not be
denied the right to be represented separately from nonprofessional employees
by a professional employee organization consisting of such professional
employees. In the event of a dispute on the appropriateness of a unit of
representation for professional employees, upon request of any of the parties
the dispute shall be submitted to the Division of Conciliation of the
Department of Industrial Relations for mediation or for recommendation for
resolving the dispute.

"Professional employees," for the purpose of this section, means employees
engaged in work requiring specialized knowledge and skills attained through
completion of a recognized course of instruction including, but not limited
to, attorneys, physicians, registered nurses, engineers, architects, teachers,
and the various types of physical, chemical and biological scientists.

Sec. 3507.5. Designation of Management and Confidential Employees of
Pubtic Agency. In addition to those rules and regulations a public agency may
adopt pursuant to and in the same manner as in Section 3507, any such agency
may adopt reasonable rules and regulations providing for designation of the
management and confidential employees of the public agency and restricting
such employees from representing any employee organization which represents
other employees of the public agency on matters within the scope of represen-
tation. Except as specifically provided otherwise in this chapter, this sec-
tion does not otherwise limit the right of employees to be members of and to
hold office in an employee organization.

Sec. 3508. Law Enforcement Positions; Exclusion From Employee Organiza-
tions; Public Interest. The governing body of a public agency may, in accor-
dance with reasonable standards, designate positions or classes of positions
which have duties consisting primarily of the enforcement of state laws or
Tocal ordinances, and may by resolution or ordinance, adopted after a public
hearing, limit or prohibit the right of employees in such positions or classes
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of positions to form, join or participate in employee organizations where it
is in the public interest to do so; however, the governing body may not pro-
hibit the right of its employees who are full-time "peace officers” as that
term is defined in Chapter 4.5 (commencing with Section 830) of Title 3 of
Part 2 of the Penal Code, to join or participate in employee organizations
which are composed solely of such peace officers, which concern themselves
solely and exclusively with the wages, hours, working conditions, welfare pro-
grams, and advancement of the academic and vocational training in furtherance
of the police profession, and which are not subordinate to any other
organization. '

The right of employees to form, join and participate in the activities of
employee organizations shall not be ‘restricted by a public agency on any
grounds other than those set forth in this section.

Sec. 3508.5. Right to Authorize Dues Deductions; Effect of Chapter.
Nothing in this chapter shall affect the right of a public employee to
authorize a dues deduction from his or her salary or wages pursuant to Section
1157.1, 1157.2, 1157.3, 1157.4, 1157.5, or 1157.7. '

Sec. 3509. Construction. The enactment of this chapter shall not be
construed as making the provisions of Section 923 of the Labor Code applicable
to public employees. -

Sec. 3510. Citation. This chapter shall be known and may be cited as the
"Meyers-Milias-Brown Act."
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vervthing You OQught to
Know About the
iability Insurance Crisis
- But Did’t Know
HowtoAsk

By BONNIE DIRENFELD-MICHAEL AND DaviD R. MICHAEL

finding it difficult to obtain affordable liability
insurance, with increasingly noticeable con-
sequences. Sledding has been discontinued in Denver

3 LL ACROSS THE COUNTRY, public agencies are

City Parks. Skating rinks have closed in California. A

Pennsylvania ski area has raised the price of its lift
tickets by 25 percent in order to cover increases in
insurance premiums. Two cities closed their swimming
pools last summer, and concessionaires providing ser-
vices for parks and recreation departments are having
great difficulty obuining the insurance they need to
operate. Even cities have been forced to pay inflated
rates for reduced coverage, to insure themselves, to join
insurance pools, or to go without any coverage at all.

Why? Today evervone perceives that the liability in-
surance industry is facing a crisis, but few agree as to its
cause. Some claim it comes from mismanagement by
the industry itself, others feel that Americans have be-
come too litigious, and still others believe that the fault
lies with the civil justice system. In order to illuminate
some of the causes of the present crisis and describe its
potential solutions, this article will examine one of the
points of view mentioned above—the insurance in-
dustry. |

For many, the insurance industry’s inner workings
are a mystery, described by terms such as “cash flow
underwriting,” “insurance cycle,” and “capacity,” con-
cepts which are rarely defined in detail, and without
which one can hardly understand the industry or the
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degree to which it is responsible for its current dif-
ficulties. In order to get a clearer picture of the in-
surance business, let’s begin with a few basic questions.

1. What is an Insurance Cycle?

For the past 30 years the insurance industry has op-
erated in a predictable cycle of expansion and contrac-
tion. When insurance firms are making a profit, in-
vestors are eager to put money into them. The new
funds swell the industry’s financial reserves—its
“capacity-—which permits firms to offer more policies.
This continues until there is a greater supply of in-
surance than there is customer demand, at which point
rates fall, profits drop, investment dries up, and the
industry’s capacity shrinks. The contraction goes on
until the supply of insurance is finally Jess than customer
demand, at which point rates rise, profits move upward,
and the cycle begins again. (See Chart #1.)

During the contraction phase of the cycle, insurers
frequently claim that there is a drastic need for changes
in the legal system, or “tort reform.” During the last
down phase, in the mid-1970’s, insurers called for, and
in several states obtained, some of those reforms that
they are advocating nation-wide today. It is interesting
to note that, during the expansion phase of the last
cycle, most of these reforms were paid little attention
and did not improve the insurability of clients in those
states where the new laws had been enacted.



2. What is Cash Flow Underwriting and
What Effect Did It Have in This Crisis?
Cash flow underwriting is a creative underwriting
technique which came into widespread use in 1979,

following the best year ever for property and casualty
insurance underwriting profits. Companies wtote

more and bigger policies and, with the increased pre-

mium payments they received, ook advantage of lucra-
tive investments and high interest rates then available,
This was so profitable that in order o increase the flow
of premium dollars which could be used to muke prof-
its from these investments, companies began slashing
prices in order to bring in more policies, more dollars,
and thus make even more investment profits. Actuarial

and experience data were ignored in the competitionto -

accumulate premium dollars. Insurers and agents sold
policies on price alone and neglected their roles as
responsible risk munugers, ‘

As a result of cash flow underwriting, rates dropped
50 much that the $1.3 billion underwriting profit of
1978 was converted into a $1.6 billion loss by 1979. In

1980, this loss had increased 1o $4.1 billion. But because
of the new investment profits, the industny wus not
alarmed. In 1984, when interest rates fell, underwriting
losses had reached $20 billtion, and together with ex-
pensés the losses surpussed investment profitss. The
insurance industry finally realized that a financial crisis
was at hand. (See Chart #2. From this chart, one could
conclude that there would be virtually no crisis today
had premiums been maintained at their 1978 level).

Itis interesting to note that even during today’'s ¢risis,
the insurance industry still attracts more and more
investment on Wall Street. In 1985, while the “crisis™
was brewing, the industry realized over a $1 billion net
profit after tax credits and gains on investments; its
stocks jumped by twice as much as the overall Standard
and Poor’s Stock Index. o

3. What is Reinsurance?

One factor which precipitated the current difficuities
was a change in “reinsurance”—a practice by which
primary insurers sell some of their insurance business

Excess Capacity

Competitiveness
triggers price
war

Rates Profits and
Investments fall

Capacity continues
to increase '

CHART 1
INSURANCE CYCLE

Investors place money
in Insurance Industry

Price increase-—profits
increase

Capacity Shrinks

This chart depicts the cyelic nuture of the insurance industry for the past 30 years.
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CHART 2
D: Net Written Premiums vs. Losses & Expenses
in Constant 1967 Dollars ($ Billions)
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Taken from: Insurance Services Organization & National Association of Independent
insurers publication "1985 A Crittcal Year™ May, 1985, p. 10.

to another insurer, splitting with them some of the risk
and some of the premium and receiving a commission
in return. This transaction provides an extra layer of
coverage to guard against the shock of lurge or unique
losses, or to expand the size of risk an insurer can
handle.

The same market forces which caused problems in
the primary markets had an even greater effect on the
reinsurers. In 1983, when insurers were paying out
$1.18 on each $1.00 earned, reinsurers paid $1.28 on
each $1.00. As a result of these losses, many reinsurers
in Britain and Western Europe decided to stop writing
coverage for several types of US. liability insurance,
including municipal and pollution risks. Lioyds of Lon-
don announced that it would ask for reform of the U.S.
Civil Justice System and use of a claims-made policy
form as prerequisites for any future underwriting of
U.S. commercial insurance.

It is interesting to note that during this crisis Munich
Re,a European reinsurer, recorded a9 percent increase
in premium income in one year, enough profits 0
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cover the company’s underwriting losses, strengthen
reserves, and pay shareholders an unchanged dividend
of 18 percent.’

4. What Limits. the “Capacity” of the In-
surance Industry?

“Capacity” is the amount of the financial reserves that
an insurer has available, which determines the total
amount of the policies the firm can “write.” Insurance
regulators become very concerned about a firm'’s finan-
cial soundness when its written premiums approach
three times the size of its “surplus,” or the amount of
money it has available to pay its customers in the event
they should collect. In other words, the regulators
recommend that companies use a three to one pre-
mium to surplus ratio, meaning that a company witha
$100,000 surplus has the capacity to write $300,000.
worth of policies. '

When the investment returns from cash flow under-
writing were high, companies could actually afford o

—y
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lose money in their underwriting—paying out more in
customer claims than they collected in premiums. The
investment profit covered the losses, and even aliowed
them to add to their surplus (retained earnings), there-
by increasing their capacity and permitting them to
write even more policies. In 1984, when investment
income fell short of covering underwriting losses, those

losses were covered from the surplus—and that de-

creased capacity. As a result, insurers no longer had
sufficient surplus to maintain their existing premium
writings within the 3 to 1 ratio. If, for example, the
above company used half of its $100,000 surplus to
cover underwriting losses, this company would now
have $50,000 left and would only have the capacity to
write $150,000 (50,000 x 3), of policies, down from the
original $300,000. .

- In the future, investment and underwriting profits
will probably increase once again, thereby adding to
the industry’s capucity and allowing it to write more
policies. In December 1985, Best's Insurance Manage-
ment Reports stated that “Insurance stock price aver-
ages have increased for ten consecutive years, We know
of no other industry that can match that performance.”
This article went on to predict that “Earnings growth of
the insurance industry over the next several years will
be far superior to other industries.” Thus, we can look
for increased profitbility in the insurance industry,
which will help o ameliorate some of the crisis.

5. What Effect Did Changes in Both Rein-
surance and Underwriting Have on
Capacity?

The decreased availability of reinsurance and the
drop in profits from investments put the industry in a
double bind. To best understand this, consider an ex-
ample. If ABC insurance company originally had
$100,000 of “surplus,” it would write $300,000 worth of
policies. If the True Risk Exposure Value for the risks

. ABC plans to cover is $1,000 in each policy, it could

serve 300 customers (300 x $1,000 = $300,000). And, if
ABC had previously used cash flow underwriting, it
might have cut its premiums 1o, say, $500 and served
600 customers.

But now if, as a result of declining investment profits
and increased underwriting losses, the surplus were to
shrink from $100,000 to $50,000, ABC would only have
the capacity to write 150 policies at $1,000 or 300 poli-
cies at $500. In order to protect itself, ABC would sell
the policies at the higher price. As a result, the firm,
which once served 600 customers for only $500 a piece,
could now only write insurance for 150 at $1,000 a
piece. And 450 customers would have to look else-

where.for insurance.

Now consider the effect of reinsurance. Suppose that

_"ABC had not only written policies worth $300,000—the

limit of its capacity—bur that it had written even more
by “reinsuring” some of its previous policies with other
firms. If, for example, ABC had reinsured $150,000
worth of premiums with firm XYZ, it would have re-
ceived a 30 percent commission on that amount, yield-
ing approximately $50,000, which would have added to
its capacity and allowed it to write another $150,000
worth of policies. Thus, ABC could have writen a total
of $450,000 worth of policies. Now, as in the prior
example, ABC could have sold the policies at their true
recommended risk value of $1,000 each and served 450
customers, or used cash flow underwriting techniques
and sold them at $500 each to 900 customers.

Now, let’s suppose that, at the same time investment
returns drop, XYZ decides not to reinsure ABC for this
particular class of insureds. ABC's capacity drops to
$150,000 and, because it has to watch the bottom line, it
would write only 150 policies at their true risk exposure
value of $1,000. That leaves 750 former customers with-
out insurance—and some of them may find it impos-
sible to obtain insurance anywhere else, if they are
deemed to be “high risk.” Hence the industry and its
customers find themselves in a “crisis,” at least partly
because of changes in capacity, cash flow underwriting,
and reinsurance. One feaction has been o call for
changes in industry regulation.

6. How is the Insurance Industry Reg-
ulated?

Since the passage of the McCarran Act in 1944, the
insurance industry has been regulated at the state level.

W THE DARY HERA D, ARLINGTON HEIGUHTS, I,
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Each state sets its own procedures for overseeing the
activities of the firms within it, and for deciding on such
important matters as changes in rates. The variety of
approaches is great; however, there are essentially tvo
methods for approving or disapproving new rates: 1)
the consent of the insurance commissioner, may be
required before new rates go into effect; or 2) new rates
may be put into effect immediately upon filing them
with the government, and stay in effect so long as the
commissioner does not subsequently deem them unac-
ceptable. The latter method, favored by the insurance
industry, obviously makes it more difficult for the gov-
ernment to control insurance rates.

7. How are Insurance Rales Detler-
mined?

Recommended insurance rates are established by the
Insurance Services QOrganization (1SO), whose
actuaries consider the statistics of losses for various
types of activities or properties, and calculate a pre-
mium which the average company could charge to
underwrite an average risk of a certain type. The advi-
sory rates appear periodically in the ISO rate manual,
and include, in addition to the amount of premium
needed to cover anticipated losses, a margin for com-
pany overhead and underwriting profit.

Since these rates are only advisory, insurers may
decide to charge a lower rate to the customer, reason-
ing that the risk they are underwriting is actually safer
than average. Likewise, they can increase premiums for
~ a risk they consider more dangerous than the average.
Insurers tend to ignore the 15O suggested rates during
the expansion phase of the insurance cycle, when they
are trying to attract new customers. They usually stick
close to the suggested rates during a downswing or
contractive phase, when they are worried about profits.

The 1SO’s method of calculating rates has important
repercussions for parks and recreation departments.
Since 1978, the 1SO has lumped all city or state govern-
ment services into one classification, with the result that
the risks of parks and recreation agencies are averaged
together with those of the police, fire departments,
public works and other city services. As a result, if a city
has numerous civil rights actions brought against the
police department, for example, this will probably raise
the insurance costs for parks and recreation as well.

8. What is a “Claims-Made” Insurance
Form and How Would it Effect Policy-
holders?

In response to the current crisis, many insurance

TBAANUARY 1987/P&R

companies, foreign reinsurers, and the 1SO itself have
begun to push for a change in the industry—the in-
troduction of “claims-made™ insurance, Until now, “per
occurrence” policies have covered any claim, whatever
the amount, which was made during the policy period.
The new claims-made forms would cover only those
accidents which occurred and were reported within the
policy period (or within the policy period plus a speci-
fied tail coverage period).

This would limit costs to insurance firms, but it could
also be very expensive for parks and recreations de-
partments, since, like most other government units,
they contract their insurance through competitive bids,
meaning that they often change from one company to
another. As a result, they would lose the long-term
retroactive coverage they need to deal with accidents
occurring far in the past—for example, consider a
claimant who suffered an injury at ten years of age and
filed the claim after ataining majority at 18. In order 10
cover such an accident, departments would need either
to: 1) remain with the same insurer each year so that the
beginning date of claims-made coverage—the “retroac-
tive date”"—would include the accident, or 2} pay up to
200 percent of the last premium in order to purchuse
tail coverage. This could raise costs substantially.

In addition, claims-made forms have a policy aggre-
gate limit. Once this dollar limit is used up, coverage
ends unless more is purchased, meaning that a one year
policy could end in less than a year if the aggregate limit
was reached. Furthermore, the ISO is requesting the
inclusion of insurance company defense costs in this
aggregate limit, a provision which, it has been es-
timated, could force policy holders to increase liability
limits by 35 percent for the same coverage. Consumers
should be aware if this provision is approved by their
state insurance commissioner.

Conclusion

In summary, a great deal of the current lability in-
surance crisis can be attributed to the industry itself.
Cash flow underwriting was implemented in order to
increase profits despite its damaging effect on sound
underwriting principles. When companies were ex-
periencing large underwriting losses, they did not raise
their rates, and only when foreign reinsurers decided to
stop participating in cash flow underwriting and invest-
ment income no longer covered underwriting losses
did the American industry become alarmed about its
own bottom lime.

The industry must also bear responsibility for ignor-

ing the 1SO's advisory rates. Had those been more
widely respected, it has been calculated, the increase in
premiums from 1978 to the fall of 1985 would have
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been only 69 percent. As one ISO regional representi-
tive put it, “Had these rates been followed, there prob-
ably would be an insurance problem, but probably not
the crisis there is today.”

On February 4, 1986, A. William Bailey, Jr., under-
lined that point in his testimony on behalf of the In-

- dependent Insurance Agents of America to the’ Gon-

gressional Subcommittee on Commerce, Transporta-
tion and Tourism. Balley stated that “No amount of
changes in the tort system or in reinsurance availability
will prevent the persistent reoccurrence of today's cri-
sis unless accompanied by industry reforms of pricing

- and underwriting policies.

When considering the insurance crisis, it is important

to focus as well on the role of the civil justice system and
the effect of our society’s increasingly “litigious™ atti-
tude. We should also ask what we as recreation pro-
fessionals can do to heip solve this current crisis and
prevent these same problems from occurring on the
next down swing of the'insurance cycle. )

These topics are important and PARKS & RECREA-
TION MAGAZINE plans to examine them more clusely
in future issues. O

EDITOR'S NOTE: For a listing of footnotes to accom-
pany this article, coniact the authors at the Obio Depetrt-

ment of Natural Resources, Bldy. D-1, Fountcain Sq..

Columbus, OH 43224,

Average G-Forces of Surfacing Materials
at Various Heights -

Surface Material

25 3

Drop Height in Feet

V- 3.5 4 8 10.5

Concrete 150-200 250-300

475-525

Thin Mat* 6(-80 125-150

275-300

Asphalt 40-45 60-65

140-160

Packed Earth

175-229

Gym Mat #1

812 55-70

Gym Mat #2

4-5 ] 170190

Rubber Mat
(1 1/8" thick)

6-15 40-55

Double Rubber Mat

2-15 24.28 | 508 70-80

Sand (10" deep)**

10-13 15-20

Pea Gravel #1
(8" deep)*»*

10-15 10-20 15-40 20-50

Pea Gravel #5
(8"deep)*"

10-15 10-20 15-30 25-40

Wood Chips
{12" deep)

15-20 (3035 | 4248

Corrugated rubber mat, 1/8” thick, with 1716™vinyl cover
**Wet, firmiy packed sund
***Rounded, river washed, up o 38 diameter

NOTE: Figures given indicate range of G-force in repeated drop 1ests. Semons mjuries are likely to occur in impacts in excess of 50 Gs, faralities at 160G

Source: US Consumer Product Salfery Commission, Prepared Standwrd Jor Public Playgronmnd Equipment, May 1976, p. 29.
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by Chief Harry E. Diezel

s v

The Intermational Fire Chief

iviliansinthe

Fire Department?

Civilians!—considered by some
fire chiefs to be the bane of their exis-
tence. It may seem inconceivable
that anyone would hire civilians
willingly as fire department admin-
istrative staffers. What chief would
allow “outsiders” to serve as func-
tional staff members? ,

The Virginia Beach (Virginia) Fire
Department does just that. Civilian
specialists handle such mystical
areas as finance, personnel, re-
search/planning and logistics.
Qddly, they perform within these .
disciplines in an exemplary manner.
They even have gained the respect of
our uniformed force!

If this sounds a little cavalier, per-
haps a tad tongue-in-cheek, it is re-
lated, in no small way, to my con-
stant surprise that some contempo-
rary fire administrators will resist the

. use of qualified civilians, 1 do not

understand that resistance. The
words and reasons are relatively
simple to comprehend, but the iugic
is wacky. : :

Stripped of traditionalism,
feather-bedding amnd fear of

changes, a simple question needs to

be addressed: Will qualified civilians
help the fire department? For exam-
ple, would a professional planner,
working for the fire chief in a staff
position, be an asset or a liability? To
those chiefs who already use civilian
skills this question migh! seem
ludicrous. Those who do not use
civilians are missing an opportunity
to help their departments. Compe-
tent civilian help can be a definite
asset,

In Virginia Beach, the approach to
an integrated civilian-uniformed

. administrative staff began with the

idea that civilians would not
threaten or replace uniformed per-
sonnel. In other words, they-do not
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The arguments regarding civilian use
can be endless. The bottom line is

accomplishment . . .

T —

represent a bar to promotional or
career opportunities for uniformed
fire fighters. This is important. In a
threatening structure, fierce resis-
tance from the career force can be
anticipated. '

To accomplish a smooth integra-
tion of civilians into department op-
erations, Virginia Beach used the
existing personnel classification sys-
tem of the city. New positions were
not established. No uniformed
member was banished to the hin-
terlands.

The classification system requires
specific work and related academic
skills as conditions of employment.
Coupled with these skill require-
ments and subordinate to the policy
of the fire department, the civilian
employees brought two qualities
into department operations: impar-
tiality (a fresh approach) and contact
with modern management prac-
tices, .

‘This same quality of work-ac-
ademic character is something that
has to be developed in uniformed
personnel, While they become quite
good at it, the process tends to be
painstakingly slow. Virginia Beach,
however, combines the native skills
and experience of the fire fighter
with a civilian team member. Every-
body benefits. Equally important,
the necessary ingredients of experi-
ence and knowledge are accelerated
on both sides of the fence. It results
in the production of few left-handed
monkey wrenches.

Another important factor in the
blend of talents is that it does not
restrict the department in the tre-
mendous competitive climate of
local government. If anything, good
civilian staffers make fire depart-
ments more competitive,

There is one aspect of civilian staff
personnel that can be distracting:
their mobility. Their narrow upward
range within the fire department is
offset by the extremely broad oppor-
tunities in the municipal system,
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Turnover rates are not abnormally
high, but no one relishes the thought
of losing good people. Not surpris-
ingly, however, two benefits are
realized from this mobility factor.

First, it crystallizes procedures for
specific functional responsibilities.
Verbal hand-me-down practices, by
virtue of the mobility potential, be-
come written, detailed procedures.
A fresh face entering the system is
not saddled by a total psychic
phenomena.

The second benefit is having a

pro-fire individual in another city
agency. A “friend” in any agency
that has a direct impact on fire pro-
tection services provides a valuable
communication link.

What is the limiting consideration
in civilian use? Obviously, they will
not replace line fire fighters. But
limits in other traditional fire divi-
sions need to be examined from the
standpoints of cost, effectiveness
and compatibility with the service.
Can, for instance, civilians be used
in maintenance, training, preven-
tion?

As an example, Virginia Beach
uses non-uniformed civilians in
public fire prevention and safety
education. They bring teaching cre-
dentials with them upon employ-
ment (undergraduate degrees in
education} and have been excep-
tionally effective. Their primary role
is in a nine-month elementary

“school curriculum which uses first

due engine company personnel for
various aspects of the program. Be-
yond the school program, they con-
duct fire safety education programs
in many other areas, such as babysit-
ting, home economics, nursing
homes, smoke detectors and civic
league presentations.

Parallel to the activities of these
civilian education speciliasts is the
uniformed prevention division. The
latter is supervised by and staffed
with career fire fighting personnel,
The officers in this division super-

2

vise and integrate the education
program into the overall effort of fire
prevention,

"While this prevention activity is,
suitable to civilian integration, the

are areas where personal preference”

remains a bar. To illustrate, the Vir-
ginia Beach preference is to maintain
the training staff as all career, uni-
formed personnel. There are, how
ever, persuasive pros and cons oft
the issue. The same would be true
for maintenance, communicatioris
and other areas. Preference and
position analysis would come into
consideration in the decision proc-
ess.

The fringe benefits package is of
concernt when considering areas of
possible conflicts between civilian
and uniformed personnel. Gener-
ally speaking, the uniformed force
will have a benefits package more
favorable than the civilian staff. This
can be a problem. The best solution
is to outline these differences during
pre-employment interviews with
civilians. This eliminates the ‘I
didn’t know that” syndrome, and
reduces what can be an avrasive fac-
tor between the two staffs. -

The arguments regarding civillar;“ '

use can be endless. The bottom liné,

seems to be accomplishment. Can a
department accomplish its organiza-
tional goals with civilians quicker,
better, about the same, or with no
noticeablie improvement? In Virginia
Beach, the experience has been posi-
tive. A deliberate blend of uni-
formed and civilian expertise has
been the most productive for the
Virginia Beach Fire Department. 1
civilians have improved departmen-
tal efficiency and competitiveness.
The men and women of the civilian
staff are competent, hardworking
people that any fire chief would ap-
preciate, &=

+ % Harry E. Diezel has been
- chief of the Virginia Beach
i (Virginia) Fire Department

-for five years. He has beenan
~:3 active participant in a vari-

ety of fire service nanage-

Ument projects, and is-a well
+ known consultant, lecturer
. Adand author. Among his
contributions to the Virginia Beach depart- -
meiit, in addition to the use of civilians, have,
been innovative budgeting, personnel,
training and operational approaches, Diezel
spent eight years with the Fairfax County
(Virginia) Fire and Rescue Services prior to
coming to Virginia Beach in 1974,

January 1980



THE CITY OF RENO'S VISION, PURPOSE, OBJECTIVES & GOALS

( Department Progrom )
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| Our PURPOSE s to provide community-supported services and programs designed to assure 1

e safely and vell being of ol Fonos estderits, |

VISION:

Reno . . . the most
livable of Nevada
cities; the focus of
culture, commerce,
and tourist acllvily

in Northern Nevada . . .
a city whene:

= All restdents have thel
opportunity to parti-
cipate in community
dectsions.

* Individuals and
groups respect cach
other and work
together for the good
of the community.

* Pusinesses prosper
and

* A responsive and
effletent government
services all the
people.

VALUES:

* We demand the
highest standards of
professional ethics,
and accepl responst
bility for our own
actions.

= We serve the residents
of Reno and ensure
their participation
in the definttion of
communitly needs
and priorities.

« We value a diverse
citizenry and work-
Jorce, and show
resprct to all
tndividuals without
reference to ethnt-
city, sex, age,
disability, religlon.
sexual orlentation,
or _family status.

-2

-

=3

POLICY

GOAL:
Provide most economic, efficlent and
cquitable dclivery of services.

GOAL:

Promote quality of Itfc in an cnvironment
that provides for open space, clean alr,
clean water, abundant wildlife, cflicient
tranaportation. and a healthy cconomy
with high paying jobs, arts and culture.

- [OBJECTIVE:

GOAL:
Provide for an informed, educated and
‘_340?2_ citizenry.

> |[OBJECTIVE:

GOAL:

Provide effective municipal services,
provide for public safety. and maintain

a sound Infrastructure through a well
planncd. responsive and courteous delivery
system utllizing all available resources.

=> [OBIECTIVE:

OPERATIONAL

- MEASURE:

..v...z..ubmcxm"

—> [MEASURE:

—> [MEASURE:

GOAL:
Pan for growth in an environmentally
scnsilive manner.

!.w OBJECTIVE:

e MEASURE:
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| DRAFT
CITY OF RENO MISSION
- Promote the public interest as well as a quality living environment for Reno
residents and visitors alikke, provide effective municipal services, promote the
public good, provide for public safety, and maintain a sound infrastructure. This
should be accomplished through a well planned, responsive and courteous delivery
system utilizing all available resources. .

OUR VISION
Reno . . . the most livable of Nevada cities; the focus of culture, commerce, and
tourist activity in Northern Nevada . . . a city where: _
— all residents have the opportunity to participate in community decisions
— a vibrant economic environment is promoted

— proactive, responsive and efficient governmental services are provided for
all the people

— a healthy ecological environment is promoted
— quality education is promoted

— a safe community is maintained

— intergovernmental cooperation is promoted

OUR VALUES

— We demand the highest standards of professional ethics, and assert
responsibility for our own actions.

— We serve the residents of Reno with a responsive and courteous delivery
system,

— We ensure an environment for participatory decision making and employee
empowerment,

— We value each individual contribution which furthers the mission of the
organization.

OUR PURPOSE

To provide community-supported services and programs designed to assure the
safety and well-being of all Reno's residents.

Suby/ Coumecil! Coal &m e
Vision, puopase. Rev
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CIVIL RIGHTS ACT OF 1991

PURPOSE:

1} to provide remedies for intentional discrimination and
unlawful harrassment in the work place;

2) to codify the concepts of "business necessity and job
relatedness" which are pertinent to an employers defense in certain
disparate impact lawsuits; '

3) to confirm statutory authority and provide guidelines for
disparate impact law suits under Title VII of the Civil Rights Act
of 1964 and to respond to recent decisions of the U.S. Supreme
Court, by expanding the scope of civil rights in order to provide
adequate protection.

TITLE I
.clarifies/overrules 8 recent U.S. Supreme Court decisions
.amend 5 civil rights statutes including TitleVII

SPECIFIC CHANGES

. greatly expands the ban against racial discrimination

.provides for the first time damages to victims of race, sex,
religious, national and origin and disability discrimination.

. shifts back the burden of showing business necessity in
disparate impact cases to employer(overrules Ward Cove).

.bans use of differential test score cutoffs.

.mixed motive employment decisions (Price Waterhouse) are
illegal. '

. retroactive challenges to consent decrees are barred

.job bias protection under ADA is extended to Americans who
work overseas for U.S. companies

.expert fees may be awarded to prevailing parties

.expands time limit for challenging senioity systems

.EOC complaintants must be notified by EOC when charges have
been dismissed.

.extended EOC protections to employees of legislative
agencies, elected state and local government persons and
Presidential employees.

.law went into effect 11-21-91

.specifically overturned:

Patterson vs. J. McLean Credit Union
Price Waterhouse vs.Hopkins
Wards Cove Packing co. vs. Antonio
.restored Griggs vs. Duke Power
Runyon vs. McCrary (protections against retaliation
and harassment).
.punitive damages for intentional discrimination.-
.right to a jury trial
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CITY OF MANTECA

FIRE DEPARTMENT
Your Ref:

COMPANY OFFICERS _—_
uw . Qur Ref: _ADM #868-91
FROM: Charies H. Rule - Fire Chief
DATE: April 2, 1991

SUBJECT: Expectations of Company Officers (Fire Captains) - Update

This position is a complex role that reQuires leadership, management, supervision, lead
foreman and participant activities. These different roles are not always clearly defined and
overlaps do occur. The emergency duties and routine assignments require a progressive and

motivated individual.

The Company Officer is the first level of leadership, management and supervision. The Company
is the work unit of the fire depariment and the Fire Captain has more control of this basic work
unit than any other individual. The Company Officer is usually the first to deal with the public

at the emergency scene, on the street and in fire stations.

The operational readiness of the Fire Company is the responsibllity of the Fire Captain with
regard to personnel, apparatus and equipment. Fire Captains have the greatest influence
(positive or negative) on the Firefighter, particularly the new employee. Change
impiementation, enforcement of policy, carrying out procedures and personnel safely are
functional examples that Fire Captains will be held accountable.

The Fire Captains are subject to the exireme scrutiny of their subordinates. How the Fire
Captains perceive themselves is as important as how they are perceived by subordinates. (Are
you the leader of the team or just a member of the family?) The Fire Captain will be judged by
their subordinates in the areas of honesty, consistency, fairness, approachability and sense of
humor.

The Fire Captain (Company Officer) will be tested by their subordinates from time to time.
They will be asked 10 bend the rules or make exceptlions to rules, regulations and policies. At
such time as the Fire Captain (Company Officer) allows themself 1o be compromised they have
the proverbial "Monkey on Their Back.” Popularity is fine and will be achieved through
positive assets and atiributes, it will never be realized at the expense of leadership.

The Fire Captain is designated as the head of the Fire Company, therefore carries the authority
and responsibility of the position. Fire Caplains are 1o be held accountable for their units and
will share the positive recognition of the unit. Negative performance in the unit likewise will
require the justification of the Fire Captain. -

The following identifies areas of specific expectations, bul should not be perceived as all
conclusive:

290 S. POWERS AVE. « MANTECA, CALIFORNIA 95336 + (209) 239-8435
FAX# (209) 825-2333 | CHIEFS ELECTRONIC CODE - MANTECA 1
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LEADERSHIP, LEADING:
* "influencing, guiding in direction, course, action or opinion”

The Company Officer (Fire Captain) is a leadership position. The quality, efficiency, morale
and discipline of your subordinates is a direct reflection of your leadership ability. The myth
that leaders are born can't be substantiated. Leaders are people who know and understand the
principles of leadership and put these principles to practice. The Company Officer must have
the respect of subordinates in their units which is earned and not mandated. This certainiy does
not mean that you should be aloof; on the other hand you are no longer one of the boys. if you try
to be just one of the boys, that's how you'll be treated -- one of the boys. The fire company is a
leam, you are that team leader. You will earn the respect of your subordinates by doing and
knowing your job. Being fair and firm with your subordinates will gain additional respect and
support. You set the company performance standard by your own behavior, you show the way
for your personnel,

MANAGEMENT, MANAGE: "“Bring about, accompiish, to have charge of or
responsibility for, to conduct.”

The Company Officer (Fire Captain) is a management posilion which obviously means getting
things done through people. Dealing with people can be the most rewarding part of your job and
the -most-frustrating. - You have the authority and responsibility to achieve certain results in the
fire department., The resources that must be managed are their personnel, apparatus,
equipment, fire stations and to prevent, confine and extinguish fire and manage other
emergencies. Managers manage systems, projects and resources. They assure the proper
completion of special projects and routine tasks. An organization needs leaders to provide the
vision and managers to assure that the organization produces.

Respected author Warren Bennis offets examples of the difference between leadership and
managers, a sampling follows:

The Manager administers; the Leader innovates. _

The Manager maintains; the Leader develops. :

The Manager focuses on systems and structure; the Leader focuses on people.
The Manager asks how and when: the Leader asks what and why.

The Manager is the classic good soldier; the Leader is his own person.

The Manager does things right; the Leader does the right thing,

The above is presented for comparison purposes. The organizalion needs a mix of ieaders and
managers. . If all were managers, it would be a dull place to work: if all were leaders, there
would be chaos. '
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SUPERVISION/SUPERVISOR

The function and activily of making sure that the objectives of the organization are carried out
according to plans and policies. Keeping a grasp on the situation and ensuring that plans and
policles are implemented properly. Supervision includes giving instructions {Communication)
and continuous inspection (evaluating) to assure accomplishment of tasks and operational
readiness.

Evaluating is an integral part of supervising and is defined as judging the worth, quality, or
significance of people, ideas and things. It includes looking at the way people are accomplishing
a task. All types of “firsthand" checking and inspecling. Evaluating "feedback” is part of the
gvaluating process of supervision.

The system of checking/double checking Is important for the cohesion, discipline, morale of unit
effectiveness and misslon accomplishment. Worrying about the “little things™ minimize the
risk of the big things.

Assignment of clear responsibilities for each task, task prioritizing and completion time are
required. If a subordinate needs the assignment in writing, provide it; keeping the carbon for
your file. Review progress problems encountered and what remains to be done as required. You
system of checks and double checks require that you "follow through.”

In addition, the Company Officer has the authority/responsibility to take appropriate action -
praise what Is right, correct what is wrong and work on how to do it right. Evaluation,
inspections, corrections and working to be done in a manner that contributes to a positive
iearning environment.

A daily routine which is known by the Company Officer and the subordinate which is systematic
will minimize the need for routine inspections depending on the subordinale's ability to
comprehend what is expected. Company Officer must be aware of both sides of supervision
extremes. Inadequate supervision can lead to miscommunications, lack of coordination between
subordinates, disorganization, and the perception that the Supervisor doesn'l care. This
perception can lead to reseniment and poor motivation. Over supervision stifles initiative,
breeds resentment, lowers morale and motivation.

A good supervisor sees whal is wrong and takes appropriate correclive action.
ORGANIZATIONAL RELATIONSHIPS:

The Fire Captain (Company Officer) is directly responsible to the Battalion Chief on their
assigned shift. The Fire Caplain directly manages and supervises the Firefighter/Engineer and
Firefighters that are assigned to the Fire Captain's Company and/or work station. On the
incident scene, the Fire Captain may serve as the Incident Commander and is in charge of
multipte companies until rglieved by higher command. The Fire Captain may serve the position
of Acting Battalion Chief and be the on-duty fire depariment commander.
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There will be for the purpose of efficiency and effectiveness a system of functional and matrix
management, where direclives/orders may be given outside the traditional chain-of-command
ti.e. Fire Chief, Training, Fire Prevention). This activity will be utilized only when the
situation requires same and not a normal practice.

ASSURE COMPANY READINESS FOR EMERGENCY RESPONSE:

Supervise cleaning, checking, replacement of lools/eqmpment on a daily basis and after each
Incident to assure working order.

Manage the maintenance of fire appératus and reserve equipment.

Have thorough knowledge of first due district including road network, water supply availability,
life and property hazards. Assure that current street maps and fire hydrant locations are
identified.

Evaluate and test personnei on their skills, knowledge and abilities to perform to the levels of
responsibility.

* Direct, conduct and participate in educational sessions and training drills.

Have knowledge of built-in fire protection systems in first due district, their
function/application and use during.emergencies.

Knowledge of building construction and its performance under fire conditions with regard to
classes of construction, wall finishes and contents.

RESPOND TO FIRE ALARMS AS ENGINE OR TRUCK COMPANY OFFICERS:

As first arriving Company Officer make preliminary size up and direct resource utilization,
Direct initial attack and assume role of Incident Commander until relieved, if relieved. Initiate
the ICS process in case the nature of the emergency requires. Manage and supervise rescue,
laying hose lines, raising of ladders, forcible entry, directing water streams, ventilation
activities, salvage and overhaul operations.

Ensure safety standards are-being observed.

Assist with investigation of fire to determine cause and value of structural and contents of loss.
RESPOND TO EMERGENCY MEDICAL SERVICE CALLS:

Manage, supervise and participate in the on scene activilies until relieved by advance medical
assistance. :

Determine level of care based on training and certification of personnel.
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Obtain patient vital signs and history.

Administer basic life support and CPR where required.

Direct extrication activities and ensure safety of viclims, bystanders and emergency personnel.
MANAGEMENT OF FIRE STATION:

Supervise maintenance of tools, equipment, apparatus, buiiding and grounds.

Supervise cleaning, checking, replacing on a routine basis and after incidents,

Monitor safety issues in station.

Assure the timely completion and filing of records/reports on activities, equipment, incidents
and personnel.

Requisition of needed supplies to assure continuity of station activities.
Compile inventory and maintain records.

Communicate with public to answer questions, receive complaints, refer issues not solvable at
company level, promote public awareness of cily and department work,

Make recommendations regarding budget items.

Practice economy in dealing with department supplies and use of utilities.

TRAINING AND EDUCATIONAL RESPONSIBILITIES:
Train, test and evaluate personnel on safe use of apparatus and equipment.
Train, test and evaluale personnel on safe driving praclices.

Provide leadership to motivate subordinales to acquire and achieve improved job related
competency.

Participate in training opportunities outside the fire department as provided by the city and
personnel, :

Be involved in a continual program of self-improvement through self-study, training,
educational opportunities, networking outside the depariment and seeking methods fo better self

‘and organization,
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CODE ENFORCEMENT, PLANNING AND FAMILIARIZATION:

Supervise, manage and participate in code enforcement of buildings and premises for life, fire
and safety hazard abatement.

Supervise, manage and participate in weed, rubbish, trash and abandoned vehicle abatement in
assigned district,

Assist in preparation of Pre-Incident survey Program in Department, its use during
emergencies and updates in assigned area.

Supervise, manage, conduct and plarlicipate in Public Programs in the areas of Fire Safety,
First Aid, Firefighting, exit drills and cardiopulmonary resuscitation.

Refer violalions or suspected violations of the various codes to Fire Prevention for forwarding
to proper agency. '

Conduct follow up inspections within time frame allotted to assure compliance, give extensions
for extenuating circumstances or forward to Fire Prevention for legal action initiation.

Work with Business Community with régard to code enforcement activities and code intent.
‘Ability to get technical information, knowledge and where 10 acquire same.

Knowledge of relevant codes, standards, regulations, permits and licenses required for safety
issues. '

Fire Hazard characteristics of various types of malerials and the principles that govern their
behavior such as: Flammable and combustible material, compressed and liquefied gases, and
hazardous materials.

PEOPLE MANAGEMENT

Assure readiness of personnel to respond and perform job reiated functions or bring inabilities
to a higher rank.

Plan, organize, direct, coordinate, control and evaluate subordinates in the performance of their
duties.

Coach and Counsel to level of your abilily to correct performance problems. Compliment good
performance and seek methods to eliminate poor performance through channels.

Enforce applicable Federal, State, City and Departmental Rules, Regulations, Policies and
P[o;:edures.
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Organize work of company by planning ahead, establishing priorities and deadiines.

Loyalty to City, Department, Supervisors, Subordinates and Self. Serving as the go-between at
times when dealing with superiors and subordinates. In the final analysis the best interests of
the City (Public) must be served.

Problem solving includes problem identification, weighing all facts, evaluating allernate
solutions and then making decisions/recommendations to abale problem.

Decision making will require different approaches based on the situation (emergency/non-
emergency). Your decisions are made when you have complete information, you must decide to
act, however. Too long a decision making process may cause the situation to get worse.

Communicating upward, laterally and downward in the depariment through oral, written and
non-verbal methods.

Ability to buy into the organization, improve it, share power and have a constructive atlitude.
Ability to be assertive in dealing with people without being arrogant or overly aggressive.

Understand that we must work with personnel from other departments and the fire depariment
is part of the city structure and realize the fire department is not a stand alone operation.

ADDITIONAL ELEMENTS

Ability to work effectively/efficiently as a unit (company) Fire Captain can make a difference.
They sometimes must struggle with traditional value vs. change.

The Fire Captain is in charge of their unit, they must make decisions and assume the
responsibility for acts of omission and commission of the company of which they are in charge.
Actions taken must protect the liability of the city.

Many times more will be expected wilh less resources and pride in your unit is required
without causing harm to the organization always fostering shift and department wide
cooperation,

The rank of Fire Captain can be used for preparation of next rank and provides the opportunity
to experiment with new ideas. It allows for the application of theory.

Your reputation as Fire Captain will be based on your performance. This reputation will be
from your supervisors, peers and subordinates. Knowing yourself is required and being able to
idenlify your attributes as well as your weakness are required. Improvement of self will
improve the organization. You can be the driver or be driven. What you put into the profession
- you'll get out of il.



ADM #88-91
PAGE 8 OF 8

The Fire Captain is expected to be futuristic yet conquer the basics. The position offers the
opportunity o influence and make things happen. A problem solver and not a problem
generator, '

The position requires that the individual keep current. Networking with peers inside the fire
service and other discipiines is a helpful avenue to follow. it is expected that the formal
education made available by the city away from the job site will be utilized.

Continual objectives personal assessment must be on going. The position is an interactive
_ leadership, management, supervision, lead foreman and participant with no definitive lines
between the different roles.

Knowledge of and sensitivity to our customers and consumers we protect, the public who
finances our organization. - They have no choice in who provides their service, we are the sole
source supplier to them. We must remember this in our dealings with them,

Remembering that we are a business with a product very difficult to measure we must strive
for efficiency, effectiveness, reliability through alertness to quality assurance and
improvement. . '

The viable Fire Captain can make the difference, the non-achievers are a divisive element in the
organization. :

Finally, the Fire Captain must display aggressive leadership at the ingident scene within reason.
Famous oil well firefighter Red Adair states, "If you are afraid of your work, you can't think
when doing it." ‘



U.S. SUPREME COURT CONFIRMS SUPPORT FOR
RAC E-CONSCIOUS AFFIRMATIVE ACTION

On July 2, the U.S, Supreme Court issued two decisions which give strong support
to affirmative action plans and reject the view that only direct victims of
discrimination are entitled to special preference. In the following article,
Bog?e e¥pla1ns the complex holdings and clarifies the issues and their
implications.

A CPER SPECIAL REPORT
BY BONNIE G. BOGUE

Affirmative action is alive and well under Title VII of the Civil Rights
Act. The U.S, Supreme Court, in three major rulings this term, has given a
new leave on life to the concept of race-conscious remedial actions even if
those who benefit have not been discriminated against personally.

‘Shortly before adjourning , the Burger court issued the last two rulings
which have killed the claim that court-ordered affirmative action is 1llegal
if it provides relief to persons who have not been identified as victims of
the discrimination which the race-conscious remedy is designed to overcome.

A debate has raged between civil rights advocates and the U.S. Department
of Justice (and apparently between justices of the high court) over the
- legality of court-ordered affirmative action ever since the Supreme Court
decided Firefighters v. Stotts, 467 U.S. 561, in 1984.

Stotts held that a court order reguiring the City of Memphis to violate
a negotiated seniority system, in order not to lay off black firefighters
recently hired under a consent decree, was unlawful under Title VII,
Language in the opinion has been interpreted by some to mean that race-
conscious remedies which are not limited to compensating identified victims
are not permissible. This view was vigorously Rromoted by the Department
of Justice and the present administration, which sought to dismantle con-
sent decrees containing affirmative action plans in light of Stotts.

But the debate has been silenced by the court’s decisive statement in both
the latest cases that Stotts (or Title VII) does not limit court-ordered
affirmative action to actual victims of discrimination.

Affirmative action plans traditionally have been voluntary, adopted by
an eﬂplo%er or a union, or jointly by agreement, to increase minority representa-
tion with an eye toward avoiding charges of discrmination and costly litigation.
Such plans also may be adopted voluntarily but incorporated in a "consent
decree”, which is a negotiated plan worked out by the parties in a discrimina-
tion suit and enforced by a court order as a means of settling the suit
without the need (and time and expense) of proving discrimination, And
finally, the courts themselves have in some cases imposed an involuntary
affirmative action plan on the parties as a remedy for discrimination
which has been proven after trail. It is the latter two types, involving
the courts, which have been under a cloud since Stotts was decided.

-1-



h roundjng affi }ve acti
coreEtig erpTomment droskr TYIEa Re 1T aEipmaLiye action as o way of
court’s 1986 decisions have clarified much of the legal confusion that
‘has prevailed since 1984,

On July, 23, the Equal Employment Opportunity commission, which traditionally
has encouraged affirmative action, announced that it is resuming the use of
numerical ?oals, which it had abandoned last fall at the behest of its chair-
man who followed the administration’s thinking on this issue, The EEQC,
however, did not argue on the side of the Department of Justice in these
cases before the Supreme Court, (For discussions of the issues and arguments
raised by Stotts, see "Affirmative Action, Seniority, Layoffs: A Symposium
on the Memphis Decision,” CPER No. 62 [1984], pp.2-9. and “Stotts: Small
StepTSrqgl?nt Leap in Title VII'Law?” by James Wheaton, CPER No.66 [1985],
pp. 12-18.

_The court’s first decision this term involved teachers in Michigan,
While finding that a preferential lay-off plan, designed to preserve the
percentage of minority teachers hired under an affirmative action plan, was
unconstitutional racial discrimination, the majority made clear that race-
conscious govermment action is not by definition unconstitutional. To be
Justified, it must satisfy a compelling governmental interest in remedying _
discrimination, and must be narrowly tailored so as not to tramel unnecessarily
the interests of innocent persons adversely affected bf the racial preference.
E?ggs?ygant gé ggcﬁson Board of Education, 476 U.S. - [5-19-86], CPER No.69

» PP. BU-03.

In the latest rulings, issued in tandem July 2, the court faced directly
the argument raised by Stotts. In the first case, involving a court-
ordered remedy for long-term and resistent racial discrimination in the
apprenticeship program of a New York Sheet Metal Workers local, a majority
found that a court is not barred by Title VII from ordering race-conscious
relief which benefits nonvictims if the relief is designed to remedy
egregious and pervasive discriminatory practices.

The companion case, involving a consent decree calling for preferential
promotions 1n the Cleveland fire department, found that consent decrees
are not subject to the same limitations which Title VII puts on other court
orders, so that an affirmative action plan in a decree need only meet-the
standards which the court established for voluntary affirmative action
plans in its 1979 landmark decision, Steelworkers v. Wever, 443 U.S. 193.

THE SHEET METAL WORKERS CASE

- The central issue was whether Title VII permits a court to impose an affirmative
action plan which orders race-conscious relief to individuals who have not been
identified as victims of racial discrimination. Also at issue was whether

the 8Qnst1tut10n permits the courts to impose racial classifications in such
remedies.



THE TITLE VII QUESTION. The district court had ordered. the union to engage
1n an affirmative action plan as a remedy tor 1ts discriminatory apprengice—

ship program, but the plan benefited minority group members who had never been
proved to be actual victims of the union’s discriminatory gractlges, even though
the practices themselves had been judged to be unlawful. The union contended
that under Firefighters v. Stotts, the court’s order violated Title VII.

~ Although the court was splintered (as usual in such cases), seven of the
nine justices a?reed_that Stotts did not say what the DOJ and others thought
it said. The plurality of the court (four members) backed the opinion
written for the court by Justice Brennan on this issue. Justices Powell,
0’Connor, and White provided separate opinions, but agreed with the Brennan
four that Title VII, and the Stotts interpretation of it, does not prevent a
court from ordering an affirmative action plan, at least to remedy egregious
and pervasive discrminatory practices.

The argument about what kind of relief a court may grant turns on Sec. 706(g)
of Title VII. The last sentence of subsection (g) states that a court may not
regulre a_union to admit a menber, or an employer to hire an employee, if the
individual had been rejected for any reason other than discrimination. The
union, backed by the DOJ arguing on its behalf, contended that this sentence
prevents a court from implementing an affirmative action plan because such plans
set up preferences for individuals who are not proven victims of discrimination
and who, therefore, have not been refused becasse of discrimination.

~ Brennan’s opinion stated that this language only limits a court when it

is fashioning “individual make-whole relief” for victims of discrimination.

If the engloyer, although guilty of discrimination, can prove that an _
individual was rejected for reasons other than discrimination,_ then subsection
(g) prevents the court from granting that individual relief. The court said:

However, this limitation on Individual make-whole relief
does not affect a court’s authority to order race-
conscious affirmative action. The purpose of affirmative
action is not to meke identified victims whole, but rather
to dismantle prior patterns of employment discrimination
and to prevent discrimination in the future. Such relief
is provided to the class as a whole rather than to in-
dividual members; no individual is entitled to relief,

and beneficiaries need not show that they were themselves
victims of discrimination.

However, such relief is not always proper, warned the court. Although
affirmative action is within the broad grant of authority to the courts
to fashion “appropriate relief,” the courts should exercise this discretion
"with an eye towards Congress’ concern that race-conscious affirmative
measures not be invoked simply to create a racially balanced work force.”
Class-wide race-conscious relief is appropriate when an employer or union
"has engaged in persistent or egregious discrimination” or to “dissipate
the lingering effects of pervasive discrimination,” and when a cease-and-
d?s1s}_grder would not accomplish the purposes of the law, asserted the
plurality.
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The present case offered just,sucn,an approprﬁaée circunftgnge, found the
court, since the union’s appfenticesnip program had been ru ed discriminatory
as early as 1964, and repeated court orders and plans to eradicate the
discriminatory practices had not been effective. The case came to the high
court when the union appealed a contempt judgment for violation of the

‘affirmative action plan which required, among other things, that it reach a
goal of 29 percent minority representation in the apprenticeship progranm.

In light of the [union’s] long history of “foot-dragging resistance” to
court orders, 51n?1y enjoining them from once again engaging in discriminatory
practices would clearly have been futile. Rather, the District Court properly
determined that affirmative race-conscious measures were necessary to put an
end to [its] discriminatory ways.

_Justice Powell concurred in the plurality’s judgment, but declined to
join In its lengthy opinion and painstaking review of the statute’s
legislative history. Nonetheless, he agreed that the “plain language of
Title VII does not clearly support a view that all remedies must be limited
to benefiting victims, Rather, in cases involving particularly egregious
conduct a District Court may fairly conclude that an injunction alone is
1nsufficient to remedy a proven violation of Title VII.”

. Justice 0’Connor, concurring and dissenting, objected that the language

in Stotts was entitled to greater weight than the court gave it, but she
acknowled%ed that a majority of the court now believes that Sec.706(g) does
not “in all circumstances prohibit a court in a Title VII employment discrimina-
tion case from ordering relief that may cofner some racial preferences with
regard to employment in favor of nonvictims of discrimination.” While not
clearly subscribing to that view herself, she found that the remedy in the

case was not permissible anyway because 1t amounted to a strict “quota”

rather than a permissible hiring “goal.”

0'Connor described the distinction: “[A] racial hiring or nﬁnbershi?_
goal must be_intended to serve merely as a benchmark for measuring compliance
with Title VII and eliminating the lingering effects of past discrimination,
rather than as rigid numerical requirement that must unconditionally be-met on
pain of sanctions.” She found that a strict quota was banned by Sec.703(j),
which states that Title VII does not require an employer (or union) to grant
preferential treatment on account of “an imbalance which may exist” in
comparison with the comunity or work force.

She rejected the plurality’s interpretation of Sec. 703(j), which it
noted was added to the act only to clarify that a mere imbalance in any
one employer’s work force, compared with the racial makeup of the community,
would not require it to achieve balance in order to avoid being found
quilty of discrimination. She found this reading too narrow and unsupported
by the legislative history. '



ngmglurality found that the district court’s “flexible application” of
the memoership goal indicated that it was not being used simply to achieve
and maintain a racial balance, "but rather as a benchmark against which the
court could gauge the [union’s] efforts to remedy past descrimination.”
The goal was also only a temporary measure, which would end as soon as the

-percenta?e of minority members approximated the percentage of minorities in

the local labor force, and thus met the standard enunciated in Steelworkers
v. Weber. Nor did the goal ”unneccessarllY tramel the interests of white
employees,” since whites were not absolutely barred from the apprenticeship
program and a majority of new union members had been white.

Although O'Connor acknowledgéd that the union ahd exhibited "inexcusable
recalcitrance” to the court’s remedial orders, she nonetheless concluded
that the timetable for reaching the goal of 29 percent was unreasonable and could
not be met without sharp curtailment of opportunities for nonminorities.

Two dissents were filed. One by William Rehnquist (nominated as the next Chief
jus%;ce)whw21ch was joined by present Chief Justice Burger and the other by
ustice White.

Although dissenting, White cast an even stronger vote with the majority
than did 0’Connor by stating that he “generally agrees” with Brennan's
opinion finding that Sec.706(g) does not bar relief for nonvictims in all
circumstances. But, like 0’Connor, he found that the court had gone too far
in this case, since the “cumulative effect” of the court-ordered plan, and
the contempt judgment against the union for failing to abide by it, was to
transform the goal into a strict hiring quota, which thus became a racially
discriminatory practice.

Rehnquist and Burger therefore presented the only votes in favor of the
D0J’s view, stating that “Sec.706(g) forbids a court from ordering racial pre-
ferences that effectively displace non-mingrities except to minority individuals
who have been the actual victims of a particular employer’s racial discrimina-
tion,” They assert that the legislative history supports this reading and that
“this Court stated as much just two terms ago in Firefighters v.Stotts...”

THE CONSTITUTIONAL QUESTION, The second issue in the case was whether
a court may_adopt a racial classification as a remedy for past discrimination
without violating the equal protection clause. Although the court has in the
past “consistently recognized” that government bodies may utilize racial
classifications, the court noted that the justices have “not agreed, however,
on the proper test to be applied in analyzing the constitutionality of
race-canscious remedial measures.”

After quoting key language in several prior cases upholding such measures,
the plurality asserted that there was no ﬁroblem here with a proper showing
of prior discrimination which justified the court’s use of remedial racial
classifications; the lower courts "have repeatedly found petitioners guilty
of egregious violations of Title VII, and have determined that affirmative
measures were necessary to remedy their racially discriminatory practices.
More importantly, the District Court’s orders were properly tallored to
accomplish this objective,” and had only a “marginal impact on the interests
of white workers.”” Thus, the court’s order did “not violate the equal
protection safeguards of the Constitution.”

-5-



. 3 A

Justice Powell’s concurring opinion ines_the issue much more exténsivel
1o conc}ude tﬁat tﬁe court orgerpwas su????1entl¥ narrow so as not to burden y
a

innocent white employees. His approval of the plan rested largely on his view
that the hiring goal was enforced with flexibility and that it was “not a
means to achieve racial balance.”

0’Connor found that since the plan violated Title VII, it was unnecessary
to reach the constitutional question. The two dissents also focused on Title
VII without addressing the constitutional issue.

(local 28 of the Sheet Metal Workers Intl. Assn. and Local 28 Joint
Apprenticeship Committee v, Equal Employment Qpportunity Commission, et al,
No. 84-1656, 7/-2-86, 86 Daily Journal D.A.R.2281). ,

THE CLEVELAND FIREFIGHTERS CASE

The sole question presented to the Supreme.Court here was whether a_consent
decree -- as contrasted to a court order following a trail - violates Title
VII when it contains a plan benefiting nonvictims.

The court had just ruled in the companion case, Sheet Metal Workers, that
Sec, 706(g) does not categorically prohibit courts from ordering race-conscious
relief. In the present case, the majority (also headed by Brennan writing
for the court) found it unnecessary to decide whether the case met the _
standard described in Sheet Metal Workers for when a race-conscious remedy is
permissible, because it found that consent decrees are not subject to Sec.
706(g) restrictions on court-ordered relief.

A critical distinction is that a consent decree incorgorates a voluntary
affirmative action plan negotiated by the employer and the plantiffs. In
Steelworkers v. Weber, the court noted, it upheld a voluntary agreement
between the employer and the union which included a racial preference benefiting
Individuals not shown to be victims of discrimination. The court then declared:

[Albsent some contrary indication, there is no reason to think
that a voluntary, race-conscious affirmative action such as was
held permissible in Weber is rendered impermissible by Title
VII simply because it is incorporated into a consent decree.

The union objected to the consent decree between the City of Cleveland and
the Vanguards, an organization of minority firefighters. It contended that
Sec, 706(g) does render such an agreement invalid because it states that
a court “order” maK not require a remedy for an individual who was rejected
"for any reason other than discrimination.” Backed by the U.S. Attorney
genergéé(t?e union argued that a consent decree is a “court order” under

ec. g).

. But the majority of the cour found that a consent decree is a “hybrid” and

is both a court order and a voluntary contract. Thus, the 1ssue was whether

the concerns which prompted passage of Sec.706(g) would require consent decrees
to be treated as "orders” rather than as “contracts”. Examining the legislative
history of Title VII, the court concluded that Sec, 706(g) was enacted to
protect managerial prerogatives, to prevent a court from interfering in an
employment decision unless the decision is clearly tainted by discrimination.
But since a consent decree merely affirms the voluntary agreement of the
employer and union, the need to $o restrict the courts simply does not exist.
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From this is it readily apparent that consent decreees are not included among

the “orders” referred to in Sec. 706(g), for the voluntary nature of a consent
decree is its most fundamental characteristic. Indeed, it is the parties’

agr%em%ntlghat serves as the source of the court’s authority to enter any judg-
ment at all.

Also rejected was the argument that a consent decree should be treated as an
“order” because it is enforced by contempt proceedings. The majorit ‘nhoted
that judicial enforcement is available whether the race-conscious re ief is
contained in a collective bargaining agreement or in a consent decree. The
difference between contractual remedies and the contempt power "is not sig-
nificant 1in anx relevant sense,” particularly since the choice of remedies
results from the parties’ own decision whether to embody their affirmative
action scheme in a contract or a consent decree.

The court then turned to the argument that the decree was invalid, regard-
less of Sec. 706(g), because under Firefighters v, Stotts the court could
not have ordered relief in a consent decree that it could not have ordered
had the matter gone to trial. But the majority found that a federal court 1s
"not necessarily barred from entering a consent decree merely because the
decree provides broader relief than the court could have awarded after trial.”

_ The court warned that parties “may not agree to take action that conflicts
with or violates Title VII,” and that their agreement may be liable to attack
for violating the act. However, “to the extent that the consent decree is
not otherwise shown to be unlawful, the court is not barred from entering a
consent decree merely because it might lack authority under Sec. 706(g) to
do so after trial.”

In its holding, the majority distinguished Stotts. Stotts held that the
trial court could not modify a consent decree because the modification,
entered over the city’s objection, was contrary to Title VII and the court
could not have ordered the smae relief had the matter gone to trial. The
present opinion pointed out that the modification was not consensual ; there-
fore, the modification was a “court order” subject to Sec. 706(g). But
since Sec. 706(g) does not pertain to voluntary agreements, "there 1s nO
inconsistency between it ard a consent decree providing [race-conscious]
relief, although the court might be barred from ordering the sarme relief
after a trial, or as in Stotts, in disputed proceedings to modify a de-
cree entered upon consent.”

_ The union also attacked the decree on the ground that is was entered into
without the consent of the union, the exclusive representative of the fire-
fighters; it argued that since it was permitted to intervene in the case,
its consent was required before the court could aEprove the decree. But
the majority found the union had no power to block the decree by merely with-
holding its consent. Since the union was allowed full participation in the
proceeding, and aired its objections to the decree, it was “granted all the

rocess it was due,” declared the majority. Because the decree does not

ind the union, nor impose any obligations or duties on it, the union 18
free to pursue any claims it might have that the decree violates the 14th
Amendment, noted the court, :
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THE CONCURRENCE. 'The 6-3 majority opinion was augmented by a brief concurring

opinion by Justice O’Connor. Whe wrote to “emphasize that the Court’s holding
1S a narrow one,” summarizing it as follows: -

The Court holds that the relief provided in a consent decree
need not_conform to the limits on court-ordered relief imposed
by Sec. 706(g), whatever those limits may be, Rather, the
validity of race-conscious relief provided [in] a consent decree
1s to be_assessed for consistency with the provisions of Sec.
703 [of Title VII], which were ar issue in Steelworkers v.Weber...,
and in the case of a public employer, for consistency with the
Fourteenth Amendment. As the Court explains, non-minority
employees therefore remain free to challenge the race-conscious
measures conterplated by a proposed consent decree as violative
of their rights under Sec. 703 or the Fourteenth Amendment, even
if nomminority employees do not object to the consent that on
1ts face provides for racially preferential treatment that would
- clearly violate Sec. 703 or the Fourteenth Amendrent.

0“Connor also responded to the charge contained in Justice White’s dissent
that the court has somehow abandoned the requirement that prior discriminatory
practices of an.employer are a “necessary predicate” to a race-conscious remedy.
She noted that the majority based its oa1n10n on the kind of race-conscious.
remedy found permissible in Weber, and Weber clearly required prior descriminatory
conduct as the prerequisite for a remedy favoring minorities over white employees.
“The Court’s opinion leaves that requirement wholly undisturbed.” .
She noted that the mafority, which only addressed the question of whether
the remedy was permissible under Sec. 706(g), had left gpen the question
of whether the consent decree itself was lawful or was discriminatory under
elther Title VII or the 14th Amendment, stating that “any challenge [the
unionlmay make to the consent decree on substantive grounds...should be left
for resoiution on remand.” '

THE DISSENTS. As in Sheet Metal Workers, two dissenting opinions were filed,
one Dy Justice White and ony by Justice Rehnquist with whom Chief Justice
Burger joined. '

. White asserted that an employer may adopt or be ordered to adopt racially
discriminatory practices favoring a particular race "only as a remedy for its
own prior discriminatory practices disfavoring members of that race. The
Court’s opinion pays scant attention to this necessary predicate for race
conscious practices, whether judicially imposed or voluntarily adopted.”

He goes on to charge the majority with trying to "avoid the issue of whether
the consent decree at issue violates the Title VII rl%hts of norminority
employees by limiting itself to holding that Sec. 706{g)... has no application
whatsoever to agreements and consent decrees...”

He contended that, since an employer who litigates a Title VII case cannot
lose unless discrimination is proven, it is “untenable to conclude, as the Court
does, that a district court may nevertheless enter a consent decree ordering an
emloyer to hire or promote on a racial basis in a way that could not be ordered
after a contested trial, There is no statutory authority for concluding that
“1f an employer desires to discriminate against a white aepllcant or emloyee
on racial grounds, he may do so without violating Title VII but may not be
Qrd%ﬁed to do so if he objects. In either case,the harm to the discriminatee
15 the same.”
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Rehnquist’s lengthy dissent asserted that the question presented in this case

was answered by Stotts. After rejecting the majority’s distinction between
consent decrees and other types of court orders, he stated that he would con-
clude (as did five-merber majority of the court two years ago in Stotts) that
Sec. 706(g) bars the relief granted in this case.

The majority, in reaching its conclusion that Sec. 706(g) does not apply to
consent decrees, found that the policy behind the section was to prevent courts
from interfering with the managerial descretion of employers and unions. "But
this construction flies in the face of the language_[of Sec. 706(g)] which by
its terms deals with any ‘order’ of the Court 1n a Title VII case, It also
conflicts with the legislative history cited in Stotts which shows that
Sec, 706(g) serves the additional policy of protecting innocent nonminority
employees from the evil of court-sanctioned racial quotas,” he declared.

(Local no. 93, Intl. Association of Firefighters, AFL-CIO, v. City of Cleveland,
et al., No. 84-1999, 7-2-86, 86 Daily Journal D.A.R. 2291.)
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THE CHIEF'S JOB, CIRCA 2006

John A. Granito, Ed. D.
Dean, Public Service Programs

STATE UNIVERSITY OF NEW YORK BINGHAMTON, NEW YORK

Whenever I'm asked to give a speech, I agree and then wish I hadn't as the
time draws near. That's how I feel today as I sit here, staring at the desk calen-
dar and realizing that 14 October 2006 is only a week away.

My excuse is that I'm so busy as chief of the city's Department of Environ-
mental Safety that I don't have time to prepare that guest lecture on " the his-
tory of fire management." What makes me even more anxious is the thought of all
the boring speakers I was forced to listen to when I first joined the fire ser-
vice back in 1981.

Those were the good old days; a11 we had to worry about was fire protec-
tion and a Tittle EMS. Today, although Tike most oldtimers I stiil get a kick
from rolling into a big one, fire suppression is probably the least of my worries.

We don't have many big ones now, even in this city of 200,000. With auto-
matic detection and extinguishment systems in new construction for the past 20
years and pole-mounted fire sensing meters in each block of the older sections,
not many fires get that big. It's difficult to believe that we used hose lines
and water for all those years, even when we knew that the chain reaction of
flames could be cut*off by powder particles, laser beams, or certain high fre-
quency waves. Now, our Wave Emission Attack Trucks conveniently generate those
waves, beam them into the flames, and extinguish the fire. Perfecting that meth-
od of extinguishment changed almost every aspect of suppression work.

I was taling about that recentiy with one of the crews when I visited a
station. They had found a dusty old box of fire service magazines down in the
basement and, although we chuckled over some of the articles, they seemed quite
interested-in how the service has progressed.

Back in the 70's, many so-called labor saving dev1ces, such as radio-con-

trolled hydrant valves, large diameter hose, constant flow nozzles, and mini-

pumpers, had been developed. In the early 1980's, safer breathing apparatus,
more effective protective clothing, and better heat detectors emerged, but we
still based our operations on the concept that most fires had to be extinguished
by the application of water, usually through hose Tines advanced by hand. It
wasn't until 1987 that we began to perfect mobile robot extinguishers. I stilil
remember the first time I sat at the curb in a control van moving the handles
while I monitored the robot's TV camera and heat sensor.

It was in the 80's too, that high technology and a tight economy began to
stimulate technical improvements in detection, continuous monitoring, and on/
of f extinguishing systems. This culminated in the widely publicized experiment
with "fire safe" communities in the southwest, where cable TV monitors and com-
puters could not only sense any kind of unsafe atmosphere in the house, but also
trigger residential and station alarms and activate the on/off extinguishers.
When that was tied to computer-aided dispatching, we thought the system was
tremendous.

In 1982, the year after 1 joined the department, I remember we surveyed the
entire city for PCB transformer locations and put them all into computer storage.
Then as a call came in, the computer would radio a code word indicating a PCB
location. From there, we moved into the computer storage of many types of haz-
ard information. That led to the computerization of preplans, with hard copy
printers in the stations and command vans. All of these advances helped convince
the city that comprehensive prevention programs - from bullding plan approval



to advanced inspections and new ordinances - had a greater economic payback than
the continual purchase of new suppression equipment. Equipment costs were in-
creasing yearly, and we could only use it after fires had started.

If 1 discuss the prevention vs. suppression argument in my lecture next
week, maybe I could tell that old 1940 story about the mountain town that spent
its federal revenue on a new ambulance, rather than on guard rails for a bad
curve, because guard rails don't provide much excitement.

As you would expect, the difference in response statistics became apparent
once the city had passed the auto-detection, sprinkler, and on/off extingui-
sher ordinances. Already, the fire department had engaged in arguments over who
-would provide EMS and had suffered anxiety about workload increase, burnout, ex-
tra pay, and the chain of command. Many of us still didn't want EMS, but when
fire runs began to decrease significantly, the rescue business kept the city
and the citizens behind us. Fortunately, we were able to manage both kinds of
service quite well.

When I made lieutenant, I found.that supervising fire medics was a little
more complicated than managing fire fighters, but I grew flexible fast. Run-
ning the pumper as a first response basic 1ife support unit certainly helped
us company officers develop a comprehensive understanding. We learned that the
two jobs have a high degree of compatibility. Even before the mid 1980's, we
were running a three-service department: prevention, suppression, and EMS. the
management style of each officer had to reflect all three. ENS and fire preven-
tion were no longer subsidiary duties; they were primary functions of the de-
partment.

Wihen I think back, I realize the chief must have been pretty sharp to have
kept control of the department during that time. It was just before he retired
in 1990 that he recommended we take the word "fire" out of our name. Boy, did
that raise a furor! Now we wouldn't call ourselves anything but the Department
of Environmental Safety. Times change.

As I said to the station crew, the old man was sensitive to changes. He
volunteered to be chairman of the city's master planning committee. He said
the direction of the fire department easily could be set by outsiders-once-the
traditional suppression workload got too small and the cost of operating the
department too high. By the early 1980's, even those cities that always had
given their fire departments outstanding support were beginning to have second
thoughts. The chief wanted to remain in a key position as the situation changed,
and he did.

It is difficult to argue against the concept of master planning because
its goal is to coordinate all services to match the city's needs with its ability
to pay. laster planning seeks cost-effective, nonduplicative services and oper-
ates on decisions made by groups of people representing various points of view,
rather than by one person who represents a particular department. Getting dif-
ferent constituencies to meet together, much less to see aye-to-eye, is a chal-
lenge. But the old man knew how to get along with people, how to negotiate,
and how to see things through someone else's eyes. It's oniy natural for us
professionals to want to make the decisions in what they used to call "our own
area of expertise." However, as money grew tighter, people began to realize that
some experts knew how to add but not how to subtract. Doing the job with dimin-
ishing resources calls for innovative management.

One interesting idea that received attention even before the 1980's was
that the same personnel could provide both fire and police protection. A few
cities tried it, and a couple even made it work, but it was a forced marriage
between two fairly incompatible kinds of public service. The theory of multi-
service departments proved valid, but those weren't the right services.
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Another idea had to do with commercial fire departments. I find it dif-
ficult to imagine that a profit-making business could do the job at less cost
than a public one. However, I suppose the professor who invited me to speak would
say that is due to the high cost of bureaucracy, plus the fact that citizens
expect more service from public departments. At any rate, because of the desire
to control their own fire, police, water, and sewer services, most cities con-
tinued to run their own departments - if only as leverage to get the city bud-
get passed.

The desire for home rule also hindered most of the attempts to form the
large, regional departments that promised the most cost-effectiveness. Not many
county departments were developed, especially in large city areas, and the voil-
unteer departments didn't want to relinquish their identity or autonomy either.
So, instead, we ended up with computer service regions. Most areas have a num-
ber of separate departments, but their inventory, planning, alarm, dispatch,
purchasing, record keeping, and, sometimes, even training functions are pro-
vided by a regional center. This approach appears to satisfy the advocated of
both cost-effectiveness and local control. It's always a problem, of course,
for big cities 1ike ours not to alienate smaller units in our service region.
This requires a management style that is sensitive to smaller units and to
volunteers. Given today's organizational structures, it's almost impossible for
a chief with an ego problem or a desire to control everything to manage well.

If I mention any of this to that college class in public administration
next week, I will talk in terms of broad-based decision-making and shared plan-
ning responsibility. That's the way a textbook would state it. It's not really
very new, .though; volunteer chiefs always had to pay close attention to what
the members say, and chiefs of unionized career departments always had to con-
duct business with union officers. The big difference today is that the entire
process is built into the system formally, even in the small departments. The
taxpayers have even more say about our mission than we insiders do. In our
city, there is more of a team operation under the city manager than there was
in the 70's and 80's. Most all-volunteer departments use the same coordinating
system within their computer service regions and provide the same multi-services
we do.

The station crew wondered if it was difficult to have every decision made
by a committe - but that's not really the way it works. Once the team goals are
agreed upon, the department heads run the show, with progress checks along the
way. I suppose it's an improved version of the old "management by objectives"
approach, which never was well accepted by the fire service, because it sounded
as if the officers had lost control of work supervison and performance evalua-
tion.

I believe today's methods hold significant advantages to those department
chiefs who want to exercise leadership, rather than simply manage goals set
by the city. Both master planning and city-wide team operations practically
force you to predict what the community will be like in future years, at least
from the perspective of your own department.

Once you make that prediction to the group, you have to prove you're cor-
rect and describe how your department will meet the challenges. That's leader-
ship. The process automatically provides a budget request, because that request
is part of your planning document. This approach makes me feel "proactive” rath-
er than reactive, and this basically is how my professional knowledge benefits
the citizens. Back in the 80's, the old man had to be an advocate of the depart-
ment and its personnel. Now, the dust of change has settled, and 1 am free to
be an advocate for the citizens. I view it as more of a win/win situation.



What happened? As we assumed a larger role and added other services to
fire suppression delivery, taxpayers began to view us as a more important ser-
vice department. This meant we could be less defensive about ourselves, our bud-
get, our job protection, and our right to make all the decisions. Simply put,
we were able to sway public concern back in our favor, after it declined in the
late 70's and early 80's.

Now, people don't talk much about decreasing protection; we provide too
many kinds of service in addition to putting out fires. Environmental safety
chiefs today lead multipurpose units, but they are all designed to protect peo-
ple and the environment from natural and technological dangers. If [ wanted a
slogan painted on our rigs, I'd use: We protect the biosphere!

Looking back, it all seems far more logical than it did as I moved up
through the ranks. When I was a fire fighter, the letters on the door of the rig
read "Fire Department." By the time I made lieutenant, they read "Fire-Rescue."
When the department moved into prevention and fire protection engineering ser-
vices in a big way, the sign changed to "Department of Fire Protection and
Rescue."

By that time, I was on the captain's 1ist and, luckily, I had made a move
to increase my technigal knowledge. _

Before joining the department in '8l, I had enrolled in a two-year college
fire science program. I finished that as quickly as I could and enrolled in an
upper division program that was heavy in administration courses. Immediately
after I received a four-year degree, I passed the lieutenant's exam and volun-
teered for EMT training. That gave me the technical knowledge and skills in
fire and rescue, but they also needed information on community planning, budget-
ing, personnel management, and the use of computers. So I learned any way I
could. T believe an officer should have basic technical knowledge of each func-
tion in his unit. As the department increased in scope, I tried to learn some-
thing about each new service and responsibility.

All of this was in addition to the basic liberal arts, science, and admin-
istration courses that were part of my regular college program.

As a matter of fact, those general courses, rather_ than the fire science
work, probably saved me in the long run. As we got into computers, high tech-
nology communications systems, hazardous materials, dangerous atmosphere de-
tection and correction, remote sensing, robonics, waterway safeguarding and
pollution control, weather-related emergencies, land movement security, and
advanced structure inspection, I learned heavily on basic science and math. I
think it would have been very difficult to move into higher positions without
that broad, basic technical background.

The changes in supervision and management have been tremendous. The organ-
izational structure of the department changed, so that we could provide many
services with a minimal budget. We needed a functional and cost-effective design,
and that means you can't duplicate administrative and service functions. And you
can't have separate environmental safety crews for each kind of function, be-
cause there are too few kinds of high incidence emergency runs.

Most of our work is hazard analysis, compliance inspection, and dangerous
situation amelioriation, or DSA. We had a typical DSA run this morning. The re-
mote cargo manifest reader buried under the truck lane of the interstate high-
way did its job and fed our computer a specific hazardous materials reading.
This is triggered by a programmable transmitting device located on the under-
side of the truck trailer. From that single remote scan, our computer learned
the shipper, the type and volume of the cargo, its destination, its specific
hazards, the best emergency action plan, and the ID number and color of the
trailer. It also recorded the frequency of the rig's emergency locater trans-
mitter and triggered one of our multi-frequency recejvers to track the vehicle
within the city boundaries. When the accident occurred, we had a rapid inter-
vention vehiclie (RIV} responding long before the police called in.



The point is that the RIV officer and crew responded from an inservice
inspection of the marine dock area and handled the teaking tank truck. However,
they were equally prepared to fight a structure fire, handle a rock or mud-
slide, size up a cracked RAM waste container, or provide emergency medical
service. That's a multi-purpose crew, and it requires a knowledgeable officer
who has a variety of motivational and command styles, as well as many ways to
handle anxious citizens. Managing an environmental safety department takes
the same kind of broad-gaged approach.

We use a wide variety of volunteers; in fact, I suppose I'm actually the
chief of a combination department. There is no way to employ enough people
to handle infrequent but large-scale disasters, so we use trained and organized
field operations volunteers to supplement our career crews. We couldn't operate
without them. There's another tremendous value to having volunteers, too. It's
what I call the SS roster. Like most combination departments, we maintain a
computerized 1ist of volunteers with special skills, who are willing to help us
handle special situations. We 1ist everything - from chemists to computer pro-
grammers, filmmakers to radio experts, chopper pilots to tug boat captains.

It may surprise you to learn that each volunteer pays a $2 annual member-
ship fee and buys his own ticket to the annual banquet. Field operations volun-
teers attend 12 drilis and meetings per year, held at their neighborhood sta-
tion and conducted by a career officer. We page volunteers when we need extra
crews, but they work under their elected crew chiefs, who rank under a career
lieutenant. '

Every two years our volunteers elect a city-wide deputy staff chief, who
reports to me and has administrative authority over the volunteer crew chiefs.

Special skills volunteers don't attend drills or participate in regular
field operations. They provide us with advice and technical assistance.

The city considered paying volunteers an hourly rate, or providing some
kind of pension plan, but settled instead on a point system. Each hour of
training or work earns points, and 100 points per year earns a free admission
card to one of the city-sponsored recreational, cultural, or educational pro-
grams, such as the municipal swimming pool, golf course, musical series, or
adult education program. It's our way of recognizing and rewarding volunteer
service.

When we first organized volunteers, about 15 years ago, our career people
were uneasy, thinking that the city intended to replace at least some of them
with free labor. That wasn't the case. We needed to increase the capacity of
the department to handle a full spectrum of services, but without a commensurate
increase in cost.Volunteerism was the only way we could actually protect the
integrity of the department, ensure a solid future for it, and provide multiple
services to the city. As more career and volunteer departments became full-
service environmental safety units, instead of fire departments, we knew we
would have to do the same. Otherwise, the taxpayers would never agree to our
budget, with other communities receiving more services at the same or less cost
per capita. When 1 was promoted to chief five years ago, I was accustomed to
working with volunteers in my battalion, so being chief of a combination de-
partment held no surprises.

Since I joined the fire department in 1981, the management trends have
been apparent. Community master planning, a tight economy, and a spirit of
consumerism have led to broader based decision-making and goal-setting groups.
Taxpayers became accustomed to tradeoffs, and the bottom.line grew more im-
portant. The realization that prevention work had a higher rate of return led
to a gradual shift of emphasis and budget percentages from suppression to pre-
vention. Emergency medical services and a host of other activities to protect
citizens and the environment from natural and man-made disasters grew in im-
portance. Because of the economy and because more people wanted direct involve-
ment, the use of volunteers in combination departments became more widespread.
Interestingly enough, while tax bases in the suburbs grew through the addition
of industries and businesses, daytime volunteer responders became fewer, S0



career personnel were added to many all-volunteer departments.

Emergency service managers have always needed a particular combination of
skills, abitities, and knowledge. They still do, but the 1ist is longer. The con-
cept of team management grew rapidly. Broad education in the 1iberal arts and
sciences and wide training in technical subjects beyond fire service have be-
come necessary. The skill and ability to plan and work cooperatively with dif-
ferent groups, to lead organizational change smoothly, and to meet new chal-
lenges are also necessary, '

It isn't difficult to describe what's happened over the past 25 years.
Now if I can only think of some catchy way to say it, I'11 be all set for next
week's lecture.

About the author: Dr. Granito has been an active fire department member
for 21 years and has held all offices through the level of chief. A New York
State County Fire Instructor for Four years, he has also served ds an elected
fire commissioner. He is well known to the fire service as an author, lJecturer,
instructor, and consultant who has an exceptionally broad background in the
fields of management and education. '
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SO YOU WANT TO IMPLEMENT DRUG AND ALCOHOL TESTING...

BY: Larry J. Frierson and Remy Kessler {(Larry J. Frierson is a
Senior Partner in the law firm of Liebert, Cassidy and Frierson.
He specializes in consulting with local public agencies in school
and college districts. Remy Kessler is an Associate, practicing in
all areas of public sector employment law, with the same firm.)

With the proliferation of drug and alcohol abuse in society
in general, it isn*t surprising that problems related to substance
abuse have invaded the workplace. The "“war" on substance abuse in
the workplace is currently being waged throughout the country,
although no one form of attack is being used by employers. Many,
however, are using testing as their main battle weapon, while
employees are counter-attacking with lawsuits.

The '"'war' against substance abuse in the workplace need not
scar either employers or employees. Instead, even with the limited
amount of guidance from the courts and legislatures, it is possible
to implement drug and alcohol abuse policies which systematically
accomplish employers' goals of obtaining a work-place free from
drugs and alcohol while at the same time rationally protecting the
rights of employees.

This article provides a framework whereby public employers can
begin to implement substance abuse peolicies with consultation from
legal counsel and medical authorities. It must be kept in mind,
however, that, with the rapidly evelving developments in this area
of the law, it is crucial that all employers keep abreast of the
progress and changes that will occur. It also is important for
employers to use such a framework only as a foundation for an
eventual policy that is closely tailored to the needs and problems
of the particular employer.

Pre-employment drug and alcohol testing can be an effective
means of deterring substance abusers from applying for positions
as well as detecting those who do apply. Depending on the size of
the agency, the employer may not wish to test applicants in all
classifications. More important, because of the lack of court
decisions in the pre-employment testing area, employers must make
policy decisions as to whether applicants for classifications which
do not directly affect health and safety should be tested. While
applicants for safety-related positions (e.g., police, fire,
paramedic, heavy equipment, bus driver) probably can be tested and
denied employment for positive results, it remains more of an open
question whether employers can justify testing applicants in non-
safety related classifications.

Once an employer decides applicants in a particular
classification are to be tested, the employer must test all
applicants for that particular position in order to avoid charges
of discrimination. Determining for which substances applicants will
be tested should be made in consultation with a reputable testing
lab and/or physician. Although different substances have varying






detection ranges after last use, applicants still should be tested
for any substance which could impair an employee's ability to
perform effectively and safely the functions of the job. Employers
working c¢losely in conjunction with medical groups, testing
facilities and physicians also can determine which type of testing
method is best to use. Urine testing, at this time, is most common.

The drug and alcchol screen, whether alone or as part of a
physical examination, should not be conducted at the first stages
of the application process. It is not necessary, however, that all
steps in the selection process by completed prior to testing.
Applicants also should be given sufficient written notice,
preferably when the application is received, that a drug and
alcohol screen will be a part of the physical examination. Once
notice is given, applicants should sign consent to testing forms
so as to avoid claims of involuntary submission to testing. If
employers initially determine testing will be a part of the
application process, employers should reject applicants who refuse
to submit to testing unless a sufficient explanation for refusal
is provided.

It cannot be overemphasized that employers should carefully
select reputable and competent medical facilities or 1labs to
conduct testing. The usefulness of results obtained from a properly
implemented policy can be lost if the medical facility or lab is
poorly equipped or if its personnel are inexperienced or improperly
trained. Consequently, before a testing facility is chosen, the
employer should receive in writing a description of the procedure
that will be used to obtain, test, document, and maintain the
sample. This procedure then should be reviewed by the employer's
legal counsel to determine whether toe procedure is legally
sufficient.

All positive drug and alcohol screens should be confirmed as
a means of safe-guarding against mishandling or mislabeling of test
results, as well as against false positive tests, Test samples then
should be maintained for a pericd of time in order to preserve
evidence in case of future challenge. Throughout the application
process and thereafter, test results must remain confidential and
should be disclosed only in limited circumstances, such as when
compelled by judicial process.

Employers should not automatically exclude from employment
applicants who test positive at the pre-employment physical.
Employers instead should review the entire application process
before a final decision is made and allow applicants to explain
positive test results. This review should include consultation with
medical authorities to determine whether the positive test results
obtained would in fact prevent the applicant from safely and
efficiently performing the functions of the job.

Whenever implementing a drug and alcohol abuse policy,
employers must constantly remain aware of federal handicap
discrimination laws which protect alcohol and drug abusers whose
current use of these substances does not prevent the individual
from performing the duties of the job in question or would not






cause a direct threat to property or safety. Although a detailed
analysis of whether an individual is in fact handicapped and
gqualified for protection is beyond the scope of this article,
employers should keep in mind that avoiding general gquestions on
physical condition in the pre-employment process also can help
avoid charges of discrimination.

Prohibited inquiries include:
Do you have any particular disabilities?
Do you drink alcohol or take any d&rugs?
Have you ever been treated for alcoholism or drug
addiction?

Consideration of drug and alcohol testing involves much
overlap between the pre-employment and employment stages. The pre-
employment issues and considerations, such as for which substances
employers should test and by what method, confirmation of positive
results, consent and notice prior to testing, maintaining
confidentiality of test results, keeping the samples if the
procedure is later contested, and choosing a reputable medical
facility or lab are likewise applicable when testing current
employees. Employers thus should adopt a consistent policy for
applicants and current employees when resolving these issues and
considerations.

The most fregquently discussed issue, and interestingly enough
the one most addressed by the courts, is on what basis an employee
¢an be required to submit to testing. The prevailing view is that
an employer can test an employee for drugs and alcochol where the
employer has ‘reasonable suspicion" to Dbelieve the employee is
under the influence of an impairing substance. Reasonable suspicion
can be established in many ways-from merely cobserving an employee's
unusual behavior to receiving information about an employee's
conduct from a reliable third party who has personal knowledge of
the information being relayed. Because of the many indicators which
alone or in combination may or may not establish reasonable
suspicion, management personnel must be sufficiently trained to
recognize when testing is proper.

Once reasonable suspicion is established, employers should
swiftly compile all possible evidence, including circumstantial
evidence, which can assist an employer in making a reasoned
judgment about whether to test. When confronting a suspected
employee, failure to act professionally, courteocusly and in a non-
accusatory manner can be detrimental to an employer's discipline
case. In addition, the employer never should use incorrect
statements or information to induce the employee to discuss the
facts surrounding his or her suspected use of drugs or alcohol. If
the employee is questioned, whether before or after submitting to
a drug or alcohol screen, such questioning should be conducted in
a private place and only by essential personnel. Perscnnel involved
in the investigation should not discuss the case with non-






authorized third parties.

If the employee is directed to an off-the-job location to
provide a blood or urine sample, the employer should notify the
testing facility that the particular employee is coming, ensure
that a confirmation test will be performed if the initial test is
peositive, and arrange to have a sample preserved for future
retesting and possible legal action.

Conversely, the employer must be prepared to deal with the
suspected employee who refuses to be tested when requested. In this
situation, it must be stressed that the employee may not be
physically forced to submit to testing against his or her will. The
employer, however, should instead remind the employee of the
requirements of the agency's drug and alcohol policy and the
established written consequences for refusal to cooperate. If the
enployee continues to refuse to submit to testing, he or she should
not be allowed to continue the workshift and should be detained for
a reascnable time until the employee can be safely transported
home,

Once an employee has been found to be in violation of the
agency's drug and alcohol policy, the employer has several options:

-to provide the employee with counseling:

-to provide the employee access to a rehabilitation program:

-to progressively discipline the employee; and

~to terminate the employee.

Assuming the employer opts to discipline or terminate the
permanent employee, the employee must first be afforded some notice
and an opportunity to be heard. These procedural due process rights
allow the affected employee the chance to rebut and/or explain
positive test results. Because many drug and alcohol-related
dismissals have been overturned, employers should thoroughly review
the evidence against the employee, determine whether the policy has
at all times been fairly and properly implemented, and consider any
mitigating factors before proceeding with dismissal.

It is more common for employers to first assist employees in
resolving their substance abuse problems before taking adverse
employment action. This may be required as an aspect of the
handicap discrimination law reguirement of "reasonable
accommodation." Increasingly, employers are adopting their own
formalized employee assistance programs or contracting with outside
providers to aid employees. Rehabilitation could prove to be more
beneficial to employers than discipline in protecting an agency's
investment in an otherwise valuable employee. Rehabilitation also
has been shown to be favored by hearing officers and hearing
bodies, especially where the employee has indicated a sincere
desire to receive treatment. If some form of rehabilitation is
offered, participation by the affected employee never. should be
made mandatory, nor should an employee ever be terminated for
failure to participate or complete a rehabilitation program.

In preparing to eliminate drug and alcohol abuse in the






workplace, employers should give careful consideration to do the
following:

-The employer should draft and eventually adopt a written drug
and alcohol policy.

-Once a policy has heen developed, the employer should present
the policy to the union, if one exits, and inform the union that
the agency stands ready to meet and confer on the policy.

(NOTE) Because most drug and alcohol policies involve changes in
employee working conditions, there would be little support for an
employer's unilaterally implementing such a policy.

-Employers should prepare to train supervisors and management
personnel in how to implement and enforce the provisions of a drug
and alcohol policy. :

Supervisors and management personnel must understand:

-the concept of reasonable suspicion and how it applies.

~how to document evidence of violations of the agency's

policy.

-how to discipline employees who are in violation of the

pelicy without viclating applicable laws.

-when to notify law enforcement to handle situations outside

the scope of the policy.

~the initial counseling process and how to appropriately refer

employees for expert assistance.

-how to spot potential abuse so as to put employees on notice

of possible consequences.

General rules on how to stop the growing problem of drug and
alcohol abuse can only serve as guidelines. These general rules,
however, combined with additional provisions which are tailor-made
to the employer's particular concerns and preoblems, can be an
effective means of halting the trend of decreasing employee
effectiveness, efficiency and morale in the workplace. Bufficient
published court and arbitrator opinions exist on which teo form drug
and alcohol policies. Thus, by taking a rational, common-sense
approach that is fair to employees, there is little reason public
employers cannot currently negotiate and implement policies without
the fear of litigation as a constant deterrent.
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EYOLUTION OF THE FIRE SERVICE

IN THE UNITED STATES OF AMERICA

¢ COLONIAL TIMES

® 1717 - BOSTON - FIRST FIRE DEPARTMENT IN AMERICAN COLONIES
ORGANIZED INTO UNPAID VOLUNTEER DEPARTMENT

1853 - CINCINNATI - FIRST TO FORM PAID FIRE DEPARTMENT

1873 - INTERNATIONAL ASSOCIATION OF FIRE CHIEFS ORGANIZED

1874 - AUTOMATIC SPRINKLERS INTRODUCED

1894 - UNDERWRITERS LABORATORIES ESTABLISHED

1896 ~ NATIONAL FIRE PROTECTION ASSOCIATION ESTABLISHED

1518 - INTERNATIONAL ASSOCIATION OF FIREFIGHTERS ORGANIZED

® 1968 - FIRE RESEARCH AND SAFETY ACT OF 1968

1974 - NATIONAL FIRE PREVENTION AND CONTROL ACT OF 1674
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FIRE SERYICE TODAY
¢ 22,000 CALL/VOLUNTEER FIRE COMP/’LNH&S
¢ 1,000,000 + PERSONNEL
¢ 1,600 PAID DEPARTMENTS

¢ 200,000 + PERSONNEL

TYPE OF DEPARTMENT DEPENDS ON:
¢ EXTENT OF PROBLEM
¢ AVAILABILITY OF PERSONNEL

¢ FINANCIAL RESOURCES OF THE COMMUNITY
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BASIC QUESTIONS FACING EYERY COMMUNITY:

© WHAT IS "ADEQUATE" LEVEL OF FIRE PROTECTION?

e WHAT IS A REASONABLE COMMUNITY COST?

SETTING(DETERMINANTS)

o VALUES

o COMMUNITY FORCES

¢ TRENDS

HOW DO WE COMPARE TO OTHER COUNTRIES?
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LOCAL GOVEROMENT STROCTURE

COMMIS3 10N

VOTERS

ELECTED
| DEPARTMENT
[ HEADS

COMMISSIONERS

ELECTED
DEPARTMENT
HEADS

APPOINTED
OFFICIALS
AND

BOARDS

Legislative and Executive functions are combined

e 2396 Counties (77%)

154 Cities

( 4%)
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' COUNCIL(BOARD) - MANABER

VOTERS

COUNCIL

MANAGER

T T T T T ]

DEPARTMENT HEADS

Pror‘essional- manager appointed
by elected officials to handle
administrative matters

e 1737 Cities (42%)

¢ 565 Counties (19%)
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MAYOR - COUNCIL

VOTERS

MAYOR COUNCIL

DEPARTMENT HEADS

Elected independent executive
who is both policy advocate and
chief executive officer

¢ 1991 Cities

e 143 Counties
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CHOICES

1. Cont_r‘act
2. Full Service

3. Char‘t'er'

4. General Law
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8.

9.

10.
11.

12.

POLITICAL MACHINERY

. Business groups
. Property groups

. Community groups - religious

social
neighborhood
racial

. Other government bodies
. Legislators
. Labor groups

. Community figures/leaders

Political parties
Special' interests/issue
News media
Bureaucracy

Courts
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HOW TO APPROACH
POLITICAL BODY

1. Being prepared

2. Saying enough but not too much

3. Building up interaction with council

4. Credability points

S. Getting to know them as individuals

6. Administrative questions, political answers
7. Gaining recognition outside

8. Solving small prob]ems for them

9. Aggressiveness
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| EHANGING SETTING

1. Forces of urbanism
- population growth
- concentration of population in urban areas

- geographic expansion of metropolitan areas
2. Urban population trends

- rapid growth
- population cohcentrating in urban areas
- rural decline/core city decline

- forecast is for continued growth of urban areas

Result: sAift in political power
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3. Population shifts

- movement

- age structure

4. Mobility

2. Need for change in (,uwe,'r'nmenf=

~ duplication
- modernizing to manage growth

- numbers and Kinds of agencies

6. Resoyrces needed to cope with urbanization
- land and space |

- water and air

7. Crisis of technology

8. Forces of affulence




M2E/13

Mercer - Woolston — Donaldson
MANAGING URBAN SERVICES

1. Conflict between energy supply,
development, and environmental protection

will intensify
2. Urban fIpancia/crisis will continue

3. Post World War || _2aby-poom “population
- will reach middle age, impact on cities will
be dramatic (Morris Massey)

4. Walercrisis will be widely recognized
S. /pfrasiructyre maintenance will be a

principal focus of city activity

6. Local government activities will have an
, jonal £



M2t/ 14

7. Need for proguctivityimprovement through
the introduction of new Zfechno/ogies and
Ipnovalive management techniques will

become more acute

8. Automation/advances in /nformalion
Lechnology will dramatically effect local
operations

Q. Cilizen and medig pressures will increase

for area—wide services

10. Transporiation proplemsin the 1980's will

increase in complexity and difficully
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DEMOGRAPHIC MYTHS (1980)

1. We are in the midst of g baby boom

2. The family is dead

3. The Zfwprcal family has 4 members
4. We are a npalion of elders

5. Half af the women are in Lhe fabar }“arfe

6. All singles are young and swinging
7. Families headed by women are always

single parent families

8. Americans are moving back Lo the cily

9. The sunbell is growing at the expense al
the frosthelt

10. Americans are_btecoming wealthier
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ROLE OF FEDERAL GOVERNMENT

® 1974 - National Fire Prevention and Control Act
(PL-93-498)

1. Reduce the Nation's losses caused by fire through
better fire prevention and control

2. Supplement existing programs of research,
training, and education, and to encourage new and
improved programs and activities by State and
local government

3. Establish the National Fire Prevention and Control
Administration(NFPCA) and the Fire Research
Center{CFR) within the Department of Commerce

4. Establish an intnesified program of research into
the treatment of burn and smoke injuries and the
rehabilitation of victims of fires within the
National institutes of Health

® 1978 - Reorganization Plan No. 3 (President Carter)

- Established Federal Emergency Management
Agency(FEMA)

- Placed NFPCA within FEMA - CFR stayed in
Commerce
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® Four divisions originally under NFPCA:
1. Office of Public Education
2. National Fire Academy
3. National Fire and Data Center
4. Office of Safety and Research
® Under Reorganization:

- Fire Academy went under FEMA Training
Directorate(NETC)

- NFPCA Became United States Fire
Adminstration(USFA) and retained 1, 3, & 4, above

® Current status

OTHER FEDERAL AGENCIES EFFECTING FIRE

Agriculture(USFS)

Commerce(CFR)

Defense(Fed Firefighters, research programs)
Education{Pub Ed programs)

Energy(research, nuclear energy programs)
Housing and Urban Development(sprinkler programs)
Interior{Fire prevention, suppression)
Justice(arson investigation, prosecution)
Labor({FLSA, etc.)

State(international disaster aid)
Transportation(Haz Mats, vehicle regs)

Other independent agencies
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ROLE OF STATE GOVERNMENT

e State Fire Marshal - training & education, code
enforcement, public education, standards
“development, data collection & analysis, fire
investigation, research, coordination, etc, etc
® Department of Forestry and Fire Protection - fire
prevention & suppression, management of state
timber industry, etc

® Office of Emergency Services - equipment, disaster
assistance & coordination, etc

8 Workers Compensation

e Cal OSHA

® PERS

® MMB Act

e Congiliation Service

® CalTrans

® Yehicle Code

® Fair Emplo.yment Practices Commission
® CHP - "Scene Manager”

® Water supply - resource allocation
8 [nsurance Commissioner

FIRE CONTROL & PREVENTION A LOCAL RESPONSIBILITY
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IO VA TIONS
The Pioneers get the arrows

Crusaders always die

WHERE ARE WE GOINGP777777
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THE NATION'S FIRE PROBLEM

( America Burning The Report of the National
Commission on Fire Prevention and Control, 1973)

@ America leads the world
® Complacent about fire safety

® Leads the major industrial nations in per capita deaths
and fire loss

~ ® Death rate(per million) is twice that of the next

closest nation:
United States - 57.1 Canada - 29.7

CAUSES
® |[gnorance & indifference
® Building design, codes

® Arson
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ALTERNATIVES TO TRADITIONAL
PUBLIC SAFETY DELIVERY SYSTEMS

“Six Bold New ldeas in Search of a City"
® A Public Safety Employees Contractual System
® Municipal Fire Insurance
s Public Safety Ingpection Consolidation
® A Tale of Two Cities
s Civilians in Public Safety Services

® Alarm Systems Management

Published in 1977 by the
Institute for Local Self Government
Berkeley, California



"There is nothing more difficult to
take in hand, more perilous to
conduct, or more uncertain in its
success, thaw to take the [ead in the
introduction of a new order of
things.

Because the innovator has for
enemies all those who have done well
under the old conditions, and
~ lukewarm defenders in those who
-may do well under the new"

Machiavelli, 7#e Prirce, Chapter V1
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RETIREMENT SYSTEMS

Types:
1. PERS
a) 1/2 pay @ 55 years 50%/25 yrs = 12%
b) 2% @ 55 years 75%/20 yrs = 14%
- ¢) 2% @ 50 years 75%/20 yrs = 18%

d) Options: 1/2 continuance 3-6%
Highest year 1-3%
‘59 Survivors 1%

Etc.

2. independent Public Systems
San Francisco, Oakiand, Los Angeles

Benefits and costs higher than 2% @ 50

3. Private systems

Bn'nks, life insurance company, corporate plans
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Problems

Basic - ger;erous benefits, short working career($3$3$)
indirect

l. Limited career opportimity

2. Lock-in to public safety career

3. Low employee turnover

4. Frustration, poor morale

Direct

1. Unfunded liabilities

2. Double-dipping, layering

3. Pressure for early re‘tirement

4. Escalation in worker's comp costs

nstitut nclusi
I. Fire service is paramilitary except for recruitment
2. Develop a military retirement system

a) Initial employment period |

b} Renewal employment periods
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PUBLIC SAFETY INSPECTION
CONSOLIDATION

Public Safety Inspection Services:
-Fire, Police, Building, Zoning

~-Code enforcement including plans check and review

Problems:
1. Fiscal constraints
2. Duplication

3. How to use fire suppression forces
non-emergency time more productively

4. Decentralized cp_de enforcement

5. Need to increase prevention
for increased effectiveness

6. Uneven code enforcement

Institute conclusion;

Transfer traditional decentralized municipal inspection
services to the administration of fire departments to
achieve greater productivity
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CIVILIANS IN
PUBLIC SAFETY SERVICES

Problems:
1. Economic - fiscal/budgetary

2. Maintaining expanding service levels

- Some non-traditional approaches:

1. Civilianization
- assistants
~ support functions, e.q. dispatch
- administrative functions

2. Consolidation

- public safety - partial
- full

3. Contracting
- 0'Donnell - Billings, Montana
- Rurai-Metro - Scottsdale, Arjzona
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Rural-Metro
Statistical Comparisons 1971 - 1975
Tempe Scottsdale Glendale Mesa
Area(sq mi) 30.2 72.0 24.5 48.2
Population 86,140 75,160 58,680 91,030

Housing u's 33,400 36,000 24,000 38.000

*Fires/K 12.7 15.0 15.6 10.6%*
Loss/capita $11.75 $5.74% $6.53 $6.59
Budget/ " $12.70 $6.87% $16.80 $14.68
Cost/ " $27.54 $14.17% $24.48 $21.11
(budget +

losses)

* = low for the period

FIRE PROTECTION SERVICE FEES

e Boston - based on type of structure
e Berkely - same as Boston(rejected by voters, 11/84)

e Alexandria, VA - Army pays city “Standby fire protection fee”
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MANAGEMENT

(definition)

“The accomplishment of desired objectives by
establishing an environment favorable to
performance by people operating in organized

groups”

~ What are the “functions” of management???
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FUNCTIONS
OF MANAGEMENT

(Fayol - 1916)

1. Planning
2. Organizing
3. Controlling
4. Directing
5. Staffing

6. Coordinating

why do we study management???77?
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WHY STUDY MANABEMENT 7?7

1. Effectiveness - how well an organization

reaches it s objectives over a period of

time

2. Efficiency - short-term measurement of

how well an organization uses its resources
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EVOLUTION OF MANAGEMENT

|. Fuedal system

2. Industrial Revolution

3. Scientific - Fredrick Taylor
- Elton Mayo

4. Bureaucracy - Max Weber

5. Process - Henri Fayol

6. Humanism - Abraham Maslow

- Frederick Herzberg
- Dougias McGregor
- Rensis Likert

7. MBO | - Peter Drucker
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MANABGEMENT STYLES

1. Hierarchial(traditional)

2. Participatory

3. In Search of Excellence



M2E/34

MANAGEMENT BY OBJECTIVES

(MBO - 1950°s)

" A process that facilitates the administrator's
identification of gogls, objectives and aclion
_plans directed towards the Mmﬂ"of

effective [efficiency] public service”
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BOAL - “statement of intent”

“the best fire department
in the state of Washington®

OBJECTIVE - “shorter, time-bound,

results-oriented, attainable targets”

"to reduce arson fires
by 15% in the next 12 months®

STRATE@UES - "program or action p]an

organizing and allocating resources to

accomplish intended objective(s)"
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FRAMEWORK OF MBO

1. Community Goals

2. Organizational Objectives

3. Identification of Programs

4. Establishment of Desired Results
5. Evaluation

6. Monitoring Process

7. Reassessment & Modification
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'MBO - WHY EMPLOY [T?77

1. Vaqueness of objectives and service levels

2. Manpower and work activity orientation

3. Measures of actual vs. planned

4. Limited analysis of alternatives

9. Providing low priority or unnecessary

services

6. Improved accountability to the public

7. Base for "Master Planning”

.
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WHAT YOU CAN GET FROM MBO

1. More interest and commitiment to

organizational performance
2. More creativity in problem solving

3. Less reliance on personalities -

More reliance on contributions

4. Strengthen employee communication

S. Accelerated development of talent and

capabilities
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ORBGANIZATIONAL APPROACHES

3 Catagories(types)

1. Executive Staff - Report to chief, part of his

office

2. Department - Separate unit

3. Task Force - Cross section of units-shared
function

Planning, departmental management(budget, personnel,
etc.)
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CRITICAL CONSIDERATIONS

1. Division of labor

2. Communicati

Lo

ns

3. Power

4. Goals

® Structure -Line

- Staff
- @ Staffing - Generalists,
Specialists

- Classifications
- Etc.

® Formal

@ |Informal

® Direction

e Control

s Hierarchy

® Coordination
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PROGRAM MANABEMENT

® 2 goals of every organization:

1. formally expressed - desired state of affairs an
organization realizes or attempts to realize
2. informal - real goals an organization is pursuing

or realizing

e Span of Control

® Unity of direction

® Communications |

e Employee relations

¢ Intergovernmental relations

® |ntragovermental relations
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BENERAL CONCERNS

1. Program meets established community need

2. Program has clear goals
3. Program has a defined action plan
4. Program has clearly established priorities

9. Program has adequate resources
® Budget
® Equipment, including data processing
® Personnel - capable managers
- specialists & generalists
- civilians & sworn

- authority to go w/ responsibility

6. Use of consultants/contracts

7.,Commumcatlons - public, political
inter & intra departmental

8. Can a JPA(Joint Powers Agreement) be used
9. Program has a good reporting system -
regular/measurable results -

can see deviations
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10. Organizational climate

@ Good working environment
8 Climate favorable for risk taking
® Some freedom of action
® Encourage innovation

® Promote quality/excellence

ll.LegaI_'
. Abpropn’ate authority
® Well written codes & ordinances
12. Flexibility built in (for a changing world)

13. Build organization/programs around people

- always look for the best talent available
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ON FIRE DEPARTME‘NT“MANAGEMENT

—
SHRINKING TAX BASE

PLUS INFLATION

GROWTH

(" DEVELOPMENT

AFFIRMATIVE
ACTION

LABOR UNIONS

CHANGING
TECHNOLOGY

INFORMED
PUBLIC

COURT
DECISIONS
HAZARDOUS
MATERIALS
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MANAGEMENT OPTIONS
IN FIRE PROTECTION

1. What is the Jeve/ of risk that a community is

willing to accebt’? (Life safety & property)

2. Who benefits and is deprived under each
~option set?
3. What are the scope, objectives, and methods
of providing a fire protection delivery

system?

4. On the basis of political climate, economic

constraints, and legal restrictions what are

the realistic sel of opltions that could be

implemented in a given community?
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MANABEMENT OF
FIRE PREVENTION

e Traditional Scope: Fire code enforcement
Public education
Investigation
e Basic Goal: Reduce risk from unwan_ted fires
through incident reduction
and loss limitation
e |s the principal focus of the 1980’s
¢ Fire code is the indicator of the communities
risk level
® |5 a realistic "alternative” to suppression
activities

¢ Important community “alternative”
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FIRE PREVENTION BUREAU
DUTIES

@ Code enforcement:
- plan checking & inspections
- public assemblage inspections
- industrial/commercial inspections
- legal liason with judicial system
- hazardous materials requlation
® Public education
® Fire investigation / arson suppression
e Data keeping and analysis
® Permit processing
e Complaint proceSsing and follow up
® Departmental training

® Master planning

® |nter-departmental liason
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DISCUSSION ISSUES

(FIRE PREYENTION BUREAU)

® Role of building .official vs. fire marshal

¢ Code requirements - descretion/authority
e Civilians vs. safety personnel in the bureau
e Generalists vs. specialist

® Role of suppression forces

¢ Contracting/ JPA's

e Consolidation of inspections

¢ Retroactive application of codes
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TRAINING

Should be based on a peeds analysis -
What do you peopie need to know?

what do they have to be able to do?

® Nature of the fire problem in the community

e Continuing process

® Good objectives - expressed in behaviorial

terms with time frames

¢ Internal vs. external prioritization
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TRAINING CURRICULUM

® Recruit training

. Advanced training

® Refresher training

® Apparatus training

e Supervisory training

- @ Mid-Management training

e Upper-Management "Executive” training

® Specialized training - EMT/Paramedic
| Hazardous Materials
Instructor training

Fire Prevention
2
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DELIVERY SYSTEMS

® In-house staff

‘@ Local specialists - industry/education
e California Fire Academy system

® Natioﬁal Fire Academy system

¢ Community college system

¢ Universities

® Correspondence courses

® Cable TV/PBS/Satellite(EENET)

® TUtorial/coaching/mentor programs
® JPA's

® Apprenticeship programs

® “Acting time”

. Rotation

® Simulations
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PUBLIC INFORMATION
(*performance” + “reporting" = PR-public relations)
Elements: ® Process
e Communication systems
¢ Opinions
e Attitudes
Pl is letting the public know about:
e events - "good” and "bad”

¢ problems

e programs — proposed/new
continuing/status

® needs

" Public Information results in:

e getting feedback from the community
¢ understanding(usually)

e support(hopefully)
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~ Important Aspects:

¢ Determining attitudes

e Facilitating communications
¢ Shaping attitudes

e Part of day to day rhanagement

e City Council/Board

¢ Chief Administrator

e All Ievéls of employees
e All levels of the public

@ Community groups and associations
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Guidelines:

® Make sure information is accurate &
complete

¢ Have an “open door” policy for the news
media

® Encourage media access to all officials and
employees

® L earn to live with the media's skepticism

¢ Take time to orient media to your operation
e Call if a story is inaccurate/incomplete

e Limit business conducted in closed sessions
e Work out ground rules on confidentiality

® Respect deadlines

e Help with "slow™ days

¢ Brief media on important/big issues

e Have a primary contact that is "reachable”
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SPECIAL CHARACTERISTICS
OF THE NEWS MEDIA

Radio: ® brief treatment
e spot news
e frequent newscasts
e “speed-speed-speed”

Television: e dramatic - flexible treatment
® live interviews
e human interest
® selective coverage
e “electronic headlines”

Newspapers: ® comprehensive coverage

e treatment in depth
® large news gathering staff
® special interest in public
affairs
® Get to know the reporters
e Brief them in advance

® Provide them with documents pertinent to ._
the story

e Direct them to the appropriate sources
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PUBLIC EDUCATION

"The dissemination of information on fire
hazards and causes, precautions against ﬁr‘e
and reactions in the event of a fire
occurrence”

Part of public information but where does it
fit?

¢ Inspections - particularly home inspections

e Civic groups - communications, sponsor
events, etc. |

® School programs

¢ Industrial safety - hospitals, businesses, etc

¢ News media - Public service announcements
(PSA’'s), special programs, post-fire
information (what could have been done to

prevent it)

® |nsurance industry - support Fire Prevention
Week, etc.

® Home shows

e Pub Ed materials available from State Fire
Marchal HCQFA ANFDA 2 nrivate cpetnr
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HEALTH & SAFETY

Good management practices:

® departmental coordinator (officer w/authority?)

® committee (with some authority?)

® wide acceptance and support of safety programs

® good reporting system and feedback

® includes study of "near accidents”

.® gafety training & education.

® control of work environment

® safety office.r at emergencies

® in-house safety inspection program

@ self and officer discipline

® accident prone age 17-28 years

® preventive programs: - physical fitness
- periodic medical exams
- pre-employment screening
- no smoking programs

® rehab programs: - light duty assignments

- substance abuse treatment
- stress debriefing
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PERSONNEL MANABEMENT

Milestones:

¢ Jacksonian era

® Pendleton Act

¢ World Wars | & 1l

® Merit systems

¢ Meyers-Milias-Brown Act
® Equal opportunity

& Women's rights
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FUNCTIONS OF
A PERSONNEL MANAGER

¢ Performance appraisal
® Motivaf.ion

® Managing grievances

® Recruit, select, promote
® Training

® Safety

¢ Counseling
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EQUAL EMPLOYMENT

OPPORTUNITY

Legislation:

¢ 13th Amendment 1865
¢ 14th Amendment - 1866
¢ Civil Rights Act 1866
e Civil Rights Act 1871
. Eq'ual Pay Act 1963
o Civil Rights Act 1964
® Executive Order 11246 1965
® Executive Order 11375 1967

e Age Discrimination Act 1967
® Veterans Act 1972

e Rehabilitation Act 1973
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COURT CASES

® Br‘oﬁn v. Board of Education
¢ Allen-Bradley

® Griggs v. Duke Power

® Weber

e Denver v. Lemon

® Baake

e Waéhihgton

® Firefighter v. Stotts

¢ Cleveland cases

® Monroe v. Pate

¢ Monnell
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PERSONNEL TERMS

L Posi‘tion/CIass /Series

e Flat Rate/Steps/Flexible Compensation
® Eligible list/Open list/Rule of 3

¢ Goals/Quotas

e Validation: surface/content
construct/criteria

e EEOQ 4

e Comparable worth
® Sexual Harrassment
e Cultural bias

® Adver‘se.impact

® Requlatory agencies
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LABOR RELATIONS TERMS
¢ ‘MMB”
e L abor Code $1960
* EmploYer'—Emponee resolution/ordinance
¢ Bargaining unit
. Majori;y/mi,nority representitive
e Vallejo decision
¢ Management rights
¢ Fact finding/mediation/arbitration
o Union/association

® Agency shop/union shop/maintenance of
membership

e Contract/MOU
e Job action

¢ Sunshine 1aws
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NEGOTIATION TECHNIQUE

® Yiew negotiations as a game

@ How you ask for something determines response
@ How you say it more important than what you say
s Simplify the issues - frame them

® Positive attitude

® "Dumb" better than "smart”

® Disagreements never over ends but over means

® Fasier to go from collaborative to competitive than
vice versa

e Ultimatums at the end not the beginning
e Ultimatums soft not offensive |
® Ultimatums must be legitimate

® Give the other side an option or choice
® Don't care too much - it's a game

® There are ailways options
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- JOB ACTIONS
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INSURING PUBLIC ABENCIES

l. r'ledical(community/gr'oup/r'etir'ees)
2. Liability

3. Errors & Omissions

4. Property

*#92 3&4-10% of California
cities did not renew in 1986

LIS
e Accept the risk - pay as you go

¢ Transfer the risk - insurance

® Avoid the risk - don't do it or manage the
risk



M2E/67

' WORKERS COMP

® Lotslof‘ problems (Through the Roof’)
® California relatively liberal

® Light duty

® Managing a disability retirement

® Rehabilitation

® Physi;al fitness programs
0'Per'iodic medical exams

® Periodic physical abilities test
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LEGAL FRAMEWORK

America - "A nation of laws”
Great Britain — "Common Law”
Judicial Process - "Resolution of disputes by

government through the
court system

A LAWY :

® regulates behavior

® preserves some freedoms at at the same
time limits some freedoms

¢ “private wrongs” effect specific individuals

e “public wrongs” effect society in general
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HIERARCHY OF COURTS

¢ United States Supreme Court
¢ United State Court of Appeals

® United States Distri_ct Court

° Supreme Court of California
® District Court of Appeal
® Superior Court

¢ Municipal Court



o
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PROCEDURE

® Jurisdiction - where the case begins
¢ Complaint - civil or criminal

® Pre-trial - Plaintiff/statement(complaint)
| - Defendant/statement{answer, etc.)
- Discoveryf&epositions, stipulations
- motions/summary judgement, etc
- gettlement

- plea bargain

e Trial - Jury/Judge
- Civil/Criminal/Crime/Amount
- Decision/Judgment

- Damages/Injunction/Sentence
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Section |
INITIAL EFFORT

Initiation The Department of Public Safety was estab-
lished formaily in the City of Sunnyvale June 6, 1950 by
Council Resoiution Number 1040 {See Exhibit A in Appen-
dix}. This action initiated an approach to the delivery of
municipal safety services that has been the hallmark of
safety concepts and practices ever since.

Rationate  Prior to the adoption of the resolution, the city
was served by a police department and a volunteer fire
force. Because of the growth of the community, the need
for a regulatly constituted fuli-time fire service soon be-
came manifest. Before the City Council took action to
meet this need. two alternatives were considered: the first
was to create separale fire and police departments accord-
ing to the traditional specialization concept; the second,
was to train and equip safety personnel to provide both
police and fire services as one thus giving the community a
generalized approach to its safety requirements. Studies
were made of both alternatives, and on the premise that a
generalized approach would avoid duplication of effort,
be more flexible and responsive to community safety
needs and achieve economies in manpower withou! re-
duction of service levels, the decision was made to estab-
lish a Department of Public Safety,

Enabling Authority Under Article 1V, Section 400 of the
Charter of 1950, the City was granted the power to exer-
cise “all rights, powers and privileges' accorded under
the Constitution of the State of California. Any power lim-
ited by the charter itself did not affect the city's ability 10
function as a municipal corporation. Article VII, Section
706 and aiso Article IX. Section 901 of the Charter au-
thorized the City Council to create or abolish city depan-
ments not enumerated in the charter. The authority of the
City Council to abolish departments or offices was there-
fore clearly prescribed in the charter, and council's action
to create the Department of Public Safety was found to be
within the powers granted the City Council by the charter.
An amendment to Section 901, Article IX of the City Char-
ter clarified even further the power of the City Council to
create offices and departments. The amendment, which
was approved by the electorate on June 4, 1968, is quoted

as tollows: "Section 901. Other Appointive Officers. The’

City Council may provide by ordinance for the creation or
abolishment or reorganization of city departments or of-
fices on the advice and recommendation of the city man-
ager. Each department shall be headed by an officer as
department head who shall be appointed by the city man-
ager.”

1950 Organization  After the department was created, the
City manager appointed an interim chief to head the public
safety operation. This appointment was made on june 16,
1950. By july 10, a list of eligible candidates was estab-
lished and the ranks were then filled from the list, Chart A

shows what the organization of the department was like at
its inception. The chart also lists the basic complement of
fire suppression equipment and facilities.

CHART A Original organization of the Depantment of Public Salety
July 10, 1950

CHIEF
I |
COMMUNICATIONS CLERICAL
3 1
CAPTAIN
4
] E
INSPECTOR OFFICER
1 13

FIRE STATIONS

No. 1—Located on Washingion Ave.
1—1926 Seagrave {350 galton; near Murphy {later sfte of
1~ 1842 Seagrave (500 gallon) Farry's Hardware Store}
1-—~1950 Seagrave {1.000 gallon) No 2—Localed on Fairoaks

near Arques

FIRE EQUIPMENT
11835 Ford (500 gallon)

Section 11
THE PUBLIC SAFETY STORY

Overview Although the term "‘Public Safetv’” is wadely
used, few people (ully understand the concept as it has
been implemented by the City of Sunnyvale. This repon
briefly describes the unique manner in which police and
fire services are provided to the citizens of Sunnvvale.
These services have resulled in the focal crime rate being
among the lowest in the nation and the lowest in the state
for cities of comparable size and a high Class 3 fire rating
bvthe insurance Senices Ofiice. the natuonal argamization
that rates municipal fire protection capability.

The Department of Public Satety was established 1or-
mally in the City of Sunnyvaie on june 6, 1950, bv Council
Resolution Number 1040. Prior to this time, the City was
served by a small 16-member police department and a vol-
unteer fire force. The public.safety alternative was
adopted on the premise that training and equipping safety
personnel to provide both police and fire services would
avoid duplication of effort, be more flexible and respon-
sive t0 community safely needs, and achieve economies in
operations,

When the Department of Public Safety was created, the
city's population, according to the 1950 federal census,



was 9.829. This population total was distributed over six
square miles of incorporated territory. The ratio of total
departmental personnel (23) per 1,000 population at the
time was 2.34. By 1983, the city's population had increased
to 108.600 and the incorporated territory to 24 square
miles. The ratio of total departmental personnel per 1,000

populationwas 2.23, areduction of 4.7% overthe 33 years.

The ratio of total Department police and fire personel {204)
per 1.000 population is 1.88. In comparison, the national
average for police alone is 2.0 with the Pacific Region, in
the (00.000-249.999 population group, set at 1.4. Sun-
nyvale's significantly low ratio was maintained throughout
the period when substantial population and industrial
growth was taking place. A map of the city is supplied as
Exhibit D in the Appendix. The map outlines the city limits
in 1950 and in 1983,

A long-term objective is to maintain the City's standing
among the top 10% in the nation for the lowest crime rate
for cities over 100,000 population. Sunnyvale is currently
in the top 10% of this group and in California is in the top
5.26%. Additional objectives, through fire prevention and
fire control activities, are to himit the annual number of
fires 1o less than 10 per 1,000 population and to achieve
and maintain loss of life by fire to {ess than one death per
100.000 protected.

In 1975 the Sunnyvale Public Safety Department, work-
ing with the U.S. General Accounting Office, developed a
model fire and police Performance Audit Program for the
nation, It was the first department in the country to
undergo a performance audit that would evaluate objec-
tively the use of resources in relation to the service pro-
vided.

How It Works ~ The basic principle of the Public Safety
concept is that personnel are trained to provide both

poiice and fire services. Sunnyvale has developed this

principle through a system where all personnel, except a
tew with highly specialized skills, are re-assigned from
police to fire duties. or vice-versa, every i-3years, In addi-
tton 1o this assignment rotation, persons assigned to
police patrol respond to fire emergencies when required.
This allows the Public Safety Department to assign fewer
personnel 10 the fire stations while still permitting shift
response and adequate force at the scene of a fire
emergency. Statistics show that only a small percentage of
a firenghter's time is actually spent responding to
emersgencies. This staffing policy allows police patrol 10
supplement fire companies only when needed. Off-duty
oiticers also respond to serious fire emergencies.

Section III
OPERATIONAL ANALYSIS

-Administrative Tools The department has been making
iull use of such advanced administrative tools as PAMS,
PABS and computerized information systems which in turn

are part of the city's integrated management information
system. Within this framework, ultra-modern manage-
ment methods have been developed and employed.

PAMS —Policy and Management System—The City of
Sunnyvale has had a long tradition of providing quality
cost-effective service to its residents. In the mid-1970's, a
concerted effort on the part of the City was made to go
even one step further in developing a system which would
literally tie together into one comprehensive blueprint
every major activity of the City. The end resuit—a unique
Planning and Management System.

At first glance, the system appears to be simply a collec-
tion of actions which most municipalities go through in
taking care of city business. That is certainly one function
of the system. As a very systematic integration of City ac-

tivities, the system provides citizens, Council and program’

managers a step-by-step approach to how the governmen-
tal process in Sunnyvale operates and their role in that
process.

The system provides the opportunity for the Council,
citizens and management to collectively develop and in-
itiate a vision for the City in the establishment of goals and
policies (policy making); the implementation of those
policies (service delivery); and the opportunity to partici-
pate in self-evaluation, as to whether those goals and
policies were met in the most effective manner possible
(evaluation}.

More than anything, think of the Planning and Man-
agement System as a system of communication. The sys-
tem insures that al! the characters who have a role in City
affairs can and will communicate with each other. The sys-
tem eliminates the guesswork of where the City is going
and how it plans to get there. It provides a linkage be-
tween policy selting, allocation of money in the budget.
and assignments given to staff.

Paolicy Making—While the Planning and Management
System is designed to facilitate that decision making pro-
cess, both for the Councilmembers and the program man-
agers, the final policy choices ultimately are made by the
seven elected Councilmembers who are the eyes and ears
of the community.

The Planning and Management System assists the
Councit in policy making activites by first insuring that
their decisions reflect the General Plan of the City which
they themselves adopted, Second, the system insures that
the Council's decisions are communicated to staff to in-
sure implementation of the City’s policies as spelled out in
the General Plan.

The Genera!l Plan and Service Delivery components are
organized in a hierarchical structure which makes it possi-
ble to functionally relate the City's Goals and Policies to
the actual work outputs which are produced to achieve
those Goals, The structure is designed to make Service
Objectives explicit within each Program so that informa-
tion on the efficiency and effectiveness of their operations
can be provided to Program Managers on a frequent basis.
This assists the Program Managers in making timely evalu-
ations to Program Performance.

The process completes the cycle with the evaluation
component of the system, communicating back to Council
how its policies were implemented.



There are severai tools which are critical to the policy
making component of the system, including:

THE GENERAL PLAN: While most cities are required by
State law to prepare a general pfan outlining the direc-
tion of their community, few if any, use the document

as a foundation of all city planning and budgetary ac- '

tions.

In Sunnyvale, the General Plan is the bloodline which
breathes life into the Planning and Management Sys-
tem. The General Plan is divided into seven planning
sections or elements (transportation, community de-
velopment, environmental management, socio-
economic, public safety, cultural, and planning and
management),

Each element has a series of sub-elements (i.e., law
enforcement is a sub-element of public safety), which is
the level at which long-range policy-making is de-
veloped and ultimately initiated into action via legisla-
tive decisions and budgetary allocations.

If the system is operating at full steam, the General
Pian should be reflected in every aspect of City opera-
tion, ranging from the weekly Council agendas to the
day-to-day assignments of City staff,

General Plan policies usually reflect what is hoped to
be an attainable wish list—a vision or standards desired
for the future of the community.

Afthough such a goal may not fully be reached in
one, two, or three years—the goal serves as a standard,
a vision the City Council has for the type of Law &n-
forcement services available to Sunnyvale citizens.

If the General Plan is to be a true reflection and a true
action agenda for the community, there’s a constant
need for updating the Plan based on changing commu-
nity conditions and indicators. In Sunnyvale, the Plan-
ning and Management System calls for an annual re-
view and update of the General Plan.

Budget—Now thal the legislative issues are set for the
year, how do we go about implementing those decisions
and policies? In more cases than not, il's done with
money.

In Sunnyvale, the budget is viewed as an implementing
too} of the General Plan. It is a service-oriented budget. In
other words, the budget is not designed to focus on items
such as how much the telephone costs, or the increasing
price of paper, but instead to focus on the level of service
that is being provided to the community and how much
that service costs.

Itis designed to communicate as to whether that service
which is being provided implements the goals, policies,
and direction which Council believes is important to the
communily and reflected in the City's long range plan,

Since thé budget implements the goals established in
the General Plan, it is only natural that the budget is or-
ganized along the same elements as reflected in the Gen-
erat Plan.

in the budget, the sub-elements are further broken
down into programs (i.e., traffic is a budget program of
the Law Enforcement sub-element). Programs are further
broken down into service objectives and tasks. Objectives
are quantifiable statements of performance and service

standards directly related to the goals and policies ex-
pressed in the City's General Pian.

ft is at the objective level that allocation of money, per-
sonnel and supporting materials takes place which serves
to propel the General Plan into action.

In Sunnyvale, we not only have an annual budget, but a
2-year operating and fully developed ten-year budget for
operating programs as well as debt and capital improve-
ments. This gives the Council one more tool to insure that
the City’s long term General Plan will be reflecied in re-
source appropriation.

The service delivery component of the Planning and
Management System is also the area where the role of the
program manager becomes essential.

It is the program manager who is ullimately responsible
for meeting the service objective set by Councit and re-
flected in the budget. It is the program manager who must
make the day-to-day decisions as to how to best provide
these services to the community within the resources allo-
cated by the Council.

As reflected throughout this section, there are several
monitoring tools available to program managers for insur-
ing that they have the information needed to maintain the
delivery of quality service. Those monitoring tools also
serve as the basis for preparing future budgets as well as
for recommending the allocation of resources and
changes in service objectives.

Evaluation—QOkay, let’s say the Council has taken its
General Plan, translated it into a legislative plan of action,
funded the services at the level Council believes is appro-
priate for the community—now what? The “now what” is
the flip side of policy. setting—evaluation.

The key to a good evaluation process is to make sure
there is measurable data to evaluate. ‘

There are several tools utilized by the City to communi-
cate those standards and data on which evaluation is
based.

PERFORMANCE INDICATORS: Each service objective re-
flected in the budget has one or more pre-delerrmined
performance indicators or standards which serve to
evaluate the quality and effectiveness ot the service
being provided. As mentioned beiore <ervice objec-
tives reflect the policy statements and goals ot the City's
General Plan.

Using the Law Enforcement objective—one ot the
performance indicators of that obiective states “that
public safety will maintain a ciearance rate above the
national average on the four major index crnime
categories {murder, rape, robbery and burglary. .
ACHIEVEMENT PLANS AND AUDITS: Each vear program
managers prepare Achievement Plans—comprehensive
documents outlining their assignments tor the upcom-
ing year based on legislative pfiorities set by the Coun-
cil and service objectives as reflected in the budget. At
the end of the fiscal year, managers are audited or
evaluated based on the successful completron or as-
signments as reflected in their Achievement Plans.

Service objectives play a critical part in the audit by
using comparative data on the unit cost of the service
being provided. Each month, program managers are



provided informational reports which assist in high-
lighting the proficiency of providing a particufar ser-
vice. The data is presented in such a manner that it is
possible to determine how well the City did in meeting
a service objeclive compared to what was planned. Col-
lectively, this information provides incredible insights
as 1o the overall productivity level of the city in provid-
ing quality service to its residents,

Each manager is evaluated and compensated based
on how well he or she performed in meeting these
budgetary setvice objectives and in carrying out legisla-
tive mandates.

Under our Pay for Performance program it is quite
possible for a manager to earn an increase in salary if all
objectives in his or her program are exceeded.

Exemplary performance means a significant increase in |

pay. In other words, managers are only paid for what
they accomplish—nothing more, nothing less. The
executive staff, including the City’Manager and City
Attorney, are also a part of the process, with each of
them formally reviewed and their salaries set accord-
ingly by the City Councii. .

it goes well beyond the traditional merit system by
transcending the '"step” pay increases with a Pay for
Performance program that is directly tied to whether or
not the policies of the City Councii are being carried
out. The idea here is that if managers’ pay checks are
tied directly to the success of council-mandated policy,
it is more likely that staff will follow the course that the
legisiative body desires.

This process of tying employees’ pay to performance
is not the merit principle that most of us think about in
government organizations. it is resuits-oriented.
ANNUAL PERFORMANCE REPORT: Evaluation doesn’t stop
at this point, however. Annually, a city-wide perfor-
mance report is prepared, which details for each ser-
vice area how we did against how we planned to do. It
indicates whether the City was more productive than
the previous year, It tells us where we had major areas
needing improvement. It aiso highlights how the com-
munity has changed as we might have the need to re-
think past policies and programs. This annual report
has been developed to the point of providing what is
analogous 10 a municipal “'Dow Jones™ index thal can
be compared from year to vear.

MBO—Management by Objective has been the method
used to plan. direct and control all Department opera-
tions, Each unit of effort and commitment of budgeted
resources is guided by clearly stated objectives designed
to accomplish specific program goals while measuring ef-
fectiveness, productivity and unit cost. Periodic reports
compare planned with actual performance, and provide
for a continuous process of review and refinement. The
Department Administrative Assistant provides the stalisti-
cal analysis and research necessary for developing the re-
quired data base.

While making full use of quantitative techniques and
methods. the Department recognizes that its most impor-
tant resource is its personnel; therefore, every effort is
made to develop each individual to capacily so the indi-
vidual can make a maximum contribution to the achieve-

ment of departmental goals. Performance Achievement
Plans are prepared for each employee, many of whom
have participated in identifying and setting forth various
objectives for individual accomplishments that are com-
patible with program and empiloyee deveiopment,
Employee performance is subsequently audited on a
periodic basis in comparison with those stated objectives,

PABS —Performance Audit and Budget.System—The
Performance Audit and Budget System (PABS) is a fully
integrated component of the City's Planning and Man-
agement System and was first adopted for use during the
1979~80 budget year. The PABS is designed to integrate the
goals and policies of the General Plan into the budgeting
process, and to provide an efiicient and effective way to
budget and furnish authorized services to the public.

Sunnyvale’s Performance Budget concept places em-
phasis on planning and budgeting resources for the ac-
complishment of service objectives as compared to tradi-
tional budgets which base decisions on line-item costs.

Traditional budgets in local government provide de-
tailed costs of resources by the use of line-item object
accounts. These accounts just show the total cost of a
particular class of labor or type of materiai (paper, asphait,
etc.) that has been approved as a budgetitem for an entire
organizational unit, usually a department. Some workicad
data may be provided in the budget but is generaliy not
related to the cost of performing the work. Neither effi-
ciency nor effectiveness data is included in this type of
budget.

Our Performance Budget is organized by programs, ob-
jectives and tasks. During the budget development pro-
cess, line-item object accounts are used to budget within
each task, and it is the task which generates the produc-
tion units that accomplish the service objective, The Per-
formance Budget thereby directly relates the labor, mate-
rials. and other costs in the budget to the results that are
to be produced, This link-up provides the means for
measuring both the efficiency and effectiveness of re-
source utilization.

Resource aliocation decisions in performance budget-
ing are based on the intended service levels of the objec-
tives. Program Managers have the flexibility to redistribute
resources within their programs to maintain (not increase
or decrease} current service levels of the service objec-
tives. Department Directors have the flexibility to redis-
tribtite resources within the programs of the Department
to maintain current service levels for service objectives,

The overall purpose of the Performance Audit and
Budget System (PABS) is to establish a process to assist
Program Managers in scheduling work and resources in
order to efficiently and effectively carry out the City's
Goals and Policies contained in the General Plan, This
purpose is summarized in the following concepts:

integration of long-term planning and evaluation with
the budget process by relating the City's work efforts
(Tasks) to stated service levels aimed at accomplish-
ment of the General Plan Coals and Policies.

Defining City business to specific level terms by use
of objectives to describe planned accomplishments
which contribute to achieving the Goals and Policies.

Recording the financial, work hour, and production



aspects of achieved accomplishments.
Measuring the efficiency and effectiveness achieved

in accomplishing budgeted objectives.
The above concepts are inter-related. For example,
the General Plan’s Goals are directly related to specific
Programs and Program Objectives. The Objectives are

accomplished by Tasks in which all work hours and’

other costs are charged, and the Tasks provide statistics
on the efficiency of production through Production
Unit Cost, Units Per Hour, and Equivalent Units. Addi-
tionally, the effectiveness of Objective accomplishment
is also measured through Performance indicators.

EDP—The Public Safety module of the integrated City-
wide EDP system is considered one of the most advanced
in existence anywhere. The information is entered on-line
over terminals focated at key centers of information flow,
Reports required for planning, organizing, directing and
controlling departmental programs are available on-line
from high speed printers.

Systems Analysis—To ensure efficient operations, on-
going systems analysis of all activities is conducted. Dur-
ing this process, policy, procedures and techniques are
systematically reviewed and revised. Planning is done in
order to anticipate problems, adapt to changing condi-
tions, and provide for the orderly development of de-
partmental activities over a minimum projection period of
five years.

Assignment and Facilities

Assignment Schedule—Public Safety Officers assigned
to fire duty work 24-hour shifts, which equate to a 56-hour
work week. Officers on police duty and dispatchers;, work
10-hour shifts around the clock for a 40-hour week.
Specialists and administrative staff work a standard 40-
hour week, Monday through Friday. Every 1-3 years, an
officer may expect to rotate duties, from police to fire or
vice versa.

Assignment Rotation—1n arder to realize the benefits of
personal development, officers are assigned to a broad
range of jobs during their careers, The level of responsibil-
ity and decision making is decentralized 1o the fullest ex-
tent possible. Officers are given the appropriate amount
of responsibility and authority required to achieve the
stated objectives for each new assignment.

Team Concept—Another device for making greater use
of human resaurces is the application of the team concept
to operations. The entire department is divided into teams
each of which is responsible {or a departmental program
either during a given time period or in a certain geograph-
ical ot functional area. Teams work and train together over
a substantial period of time in order to develop the coor-
dination required for effective performance. Also through
the team concept personnel gain new perspectives of
goals and problems.

facilities and Equipment-~There are a Public Safety
Headquarters and six Fire Stations that are strategically
located throughout the 24 square miles of the City, Au-
tomotive equipment includes 14 pieces of fire apparatus,
53 modern sedans and compacts and 8 support vehicles,
the newest and largest of which is the Mobile Emergency

Pictured above is a 1963 Dodge Diplamat patrol vehicle equipped
with mobile data terminal.

One of the Department’s three Truck Companies, a 75 foot
Telesqurt.

This is an interior view of the Fmergency Communications Van.

Communications and Command Vehicle. This vehicle is
equipped with two operating console positions and can
operate with high powered auxiliary radio transceivers on
all department frequencies and primary statewide mutual
aid frequencies. Its primary function is lo provide
emergency radio communications for the department in
the event of a major disaster. Another function is to pro-



vide a mobile command post for lactical police and fire
emergencies in isolated instances. Operations are facili-
tated by computer-aided dispatching, an advanced EDP
system, Staff Services, and the Planning and Research unit.

Section IV
HUMAN DEVELOPMENT

Personnel Administration Career development satisfies
the needs of both the individual and the organization.
Planned development for a career-oriented individual
prov des access to promotional avenues as well as poten-
tial jub enrichment, It allows the organization to incorpo-
rate change into the development programs, thereby im-
proving proficiency and productivity. With some recent
forecasts indicating that the size of police agencies will not
continue to rise as rapidly as in the past ten years, the
improved effectiveness of the organization will be based
heavily on the input of the individual organization
member, properly placed in the hierarchy and motivated
through increased responsibiiity.

Job Classification—Employment standards for safety
personnel are stated in the basic classification presented
as Exhibit E in the Appendix, The job classification contains
a description of police and fire duties, and establishes
minimum qualifications in general terms except for height
and weight requirements. Since 1959, the city has required
every applicant to qualify under each of the following
examinations before becoming eligible for appointment:
written, oral. medical, psychiatric and background inves.
tigation. tn 1973 the physical agility test was added to the
aforementioned phases of the examination process, These
standards are recommended for all peace officers in Cali-
fornia and are a requirement for those departments which
wish {0 participate in the California State Peace Officers
Standards and Training Program (P.0O.5.T.). As a side note,
the Department by 1982 had supplied three fire chiefs, two
fire marshals, 3 police chiefs as well as several command
officers to other public agencies.

Pay and Benefils-—Because of the responsibility of hav-
ing to perform police-fire functions, the city has always
maintained a pay differential for public safety officer
classes over prevailing wage scales in the area. in 1982 the
differential was set at 8% over police salaries in compara-
ble jurisdictions.

Public Safety Officers, through negotiations, receive a
comprehensive benefit package which includes life and
accidental death and dismemberment insurance in an
amount equal to the officer’s annual salary (1o the nearest
thousand dollars), the premium being paid entirely by the
city. The officer has the option of paying for the same
amount of insurance at the rate paid by the city. The city
also contributes a ffat dollar amount {currently exceeding
100% of the premium) for health and dental insurance
coverage for each employee and approximately 60% for
dependents. Retirement is provided by the Public

A Public Safety applicant participating in the physical agility test,

Employees Retirement System of California. The plan is
not integrated with Social Security. The officer aiso re-
ceives-12-paid holidays a year, and-is entitied-t0 the same
vacation and disabitity leave benefits accorded other city -
employees. The city provides officers with such other

- supplemental wage benefits as military leave, jury leave

and training costs. In addition complete uniform and work
clothes as well as bedding at the fire stations are supplied
at no cost to the officer. Under the Workmen's Compensa-
tion Act, the officer is also entitled to one year of full pay
for a job-incurred lost-time injury. The supplemental wage
benefit package based on the 1982 payroll was approxi-
mately 40% of pay for the officers.

Training and Education Training and education are the
key methods of developing human resource potential.
The Public Safety concept places critical demands upon
the Department’s police and fire training programs. Offi-
cers are encouraged o attend college and, as an incentive
toward that end, the City contributes a portion of the costs
of the officers’ educational expenses {tuition and books).
An ircentive pay increase is awarded to those officers who
have received a Bachelor or Master Degree, 2¥:% for each
degree above the officer’s base pay.

Basic Training—Every PSQ, at the time of appointment,
will have received 480 hours of basic fire science instruc-
tion. Upon completion of this academy, students will hoid
a Basic Fire Training Certificate and an Apparatus Operator
Certificate, Sunnyvale conducts its own Fire Academy,

in addition, éach Officer, prior to appointment, has
completed 640 hours of instruction in police science at
one of the Regional Criminal Justice Academies. Criminal



law, evidence, firearms, first-aid and CPR are a few of the
topics covered,

A newly appointed Public Safety Officer will complete a
320-hour Field Training Officer Program. After this, the
new officer is ready for “solo” field assignment in either
the Police or Fire Division. Total structured training time is
1,440 hours,

In-Service Training—Each officer assigned to the Police
Division receives 130-hours of refresher training each year.
Tapics include fire training, range qualification, first-aid,
CPR and a variety of other related and necessary topics.

Al fire-based personnel receive 298-hours of refresher
training per year during scheduled weekly drill periods at
the Station 2 training tower grounds. Hazardous materials,
flammable tiquids, aircraft crash and rescue are but a few
of the topics covered. First-aid, CPR and firearms are re-
quired topics included for fire-based personnel each year.

Advanced Officer Training—Each officer assigned to the
Police Division also receives 40-hours each year of ad-
vanced officer training. This training is designed to pro-
vide the officer with new, different and/or unique know!-
edge not already known or practiced.

Section V
RESOURCE ALLOCATION

The Department carries out assignments through pro-
grams.. A_descriplion. of -each of -the four programs as-
signed to the Department is as follows:

ADMINISTRATIVE PROGRAM

Staff Equivalent Positions
Director of Public Safety 1
Secretary 1
Total 2

Chief Barba confers with administrative assistant on a
deparment matler.

Coal—The Director of Public Safety is responsible for
the successful accomplishment of all departmental goals
and objectives. This is coordinated through the Support
Services, Police Services and Fire Services programs which
are outiined below.

Objectives

* Perform management services and achieve program ser-
vice aobjectives within budgetary constraints,

* Maintain the City among the top 10% in the nation for
the jowest crime rate in our population group.

* Maintain Class 3 fire insurance rating for the City.

* Achieve zero substantial complaints against Department
for non-compliance with law or City policies.

SUPPORT SERVICES PROGRAM
Staff Equivalent Positions

Commander of Support
Services 1

Goal—The Commander of Support Services is respon-
sible for the successful accomplishment of ail goals and
objectives of the program. This is coordinated through
Staff Services, Planning and Research, Emergency Pre-
paredness, Emergency Communication, and Training
which are outlined below.

Staff Service/Planning and Research/
Emergency Preparedness

Staff Equivalent Positions

Operations Manager
Assistant Office Manager
Administrative Assistant
Public Safety Officer
Principal Office Assistant
Senior Office Assistant
Staff Office Assistant
Property Clerk
Maintenance Worker
Total 2
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Goal—The goal of this program is to provide support
services for all activities.

Objectives

* Provide telephone service 24-hours a day and counter
service 16-hours a day, 99% of the time.

Prepare and complete mandated reports for records
100% of the time.

Process booked and/or released property within 24.
hours, 9% of the time.

Provide statistical information by organizing, document-
ing and maintaining all frequently used computerized
data base files.

Provide technical statf suppor to all programs in the
areas of research, reports, civil defense, grants/projects,
and data analysis.

-

-



As directed by the Commander of Support Services, the
two important service centers of the Program are Staff Ser-
vices and Planning and Research Unit. The Planning and
Research Unit is managed by an Administrative Assistant.
Staff Services is managed by an Operations Manager,

Staff Services

Operation Information Systems—Information is ac-
quired. stored. processed and retrieved for dissemination
to authorized personnel. This information inciudes case
records, reports of wanted persons, stolen property,
modus operandi information, criminal histories, and per-
sonal identification data that are needed by line personnel
in the execution of their duties. A rapidly growing propor-
tion of this information is processed under reai-time, on-
line EDP systems. The management information system {a
component of the City EDP system) is operated by
Records personnel. Also, new EDP applications and EDP
file maintenance and mandated reportes are developed in
this unit.

An £DP Clerk enters data from a crime report for retrieval for
Cepartment statistical reports and other information,

Personnel—Personnel work at the departmental level is
performed under this program. Liaison with the City Per-
sonnel Office on pavroll, ieave and other routine affairs is
marntained. Internal affiars such as assignment, vacation
scheduling and evaluations are performed by this unit as
well,

Property—Responsibility for all property in the custody
of the Department is assigned here. Working in close co-
operation with the Department of Finance, this section
may requisition materials, supplies and equipment, re-
ceive and issue material and is responsible for its safe-
keeping and appropriate disposition. One of the most crit-
ical acuivities is that of safe-keeping physical evidence
gathered at crime scenes.

Planning and Research  The goal of this unit is to enhance
eifectiveness by providing management with information
concerning police and fire topics.

Planning and Research has the responsibility for fiscal
planning, development of information and communica-
tions systems, administrative analysis and the preparation

Planning and Research staff discuss a recently published crime
report.

of manuals. Additionally, the Planning and Research Of-
ficer prepares statistical and management information re-
ports and graphs,

An added responsibility of the position is the recruiting
and testing of prospective public safety officer applicants
which includes liaison with the personnel department.

Fiscal Affairs—Liaison with the Department of Finance
with respect to fiscal planning and control and other fi-
nancial mafters is the responsibility of this unit. In that
regard, the implementalion of the Performance Audit and
Budget System for the Department is concentrated here.

Emergency Preparedness Emergency preparedness plan-
ning and training for the city.is assigned to the Department
of Public Safety, Since 1981 the activities have been coor-
dinated through the efforts of the Emergency Prepared.
ness Coordinator, This position is filled by a Public Safety.
Officer appointed by the Director of the Department,
Prior to staffing the position the program was ac-
complished on a part-time basis by the Support Services
Oivision, Planning and Research Unit.

The overall strategy of the position is to provide for an
integrated approach to planning and preparedness for
disasters. During non-emergency periods it is necessary to
assess the community’'s hazards and vulnerabilities and to
organize the various public and private resources to pre-
pare for, and respond to disasters. It is also necessary to
coordinate with neighboring jurisdictions including
county, state and federal emergency organizations. Dur-
ing disasters the coordinator acts as an advisor and aide to
the emergency organization. After the emergency phase is
over the coordinator monitors the disaster assistance pro-
vided by state, federal and disaster relief organizations,

Emergency Communications

Staff Equivalent Positions
Emergency Communications
Supervisor 1
Public Safety Dispatchers 13

Total 14

e
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Goals—The goal of this program is to provide a continu-
ing high level of service 24-hours a day by receiving,
prioritizing and dispatching calls for police, fire and ambu-
lance services within a minimum time.

Objectives

* Receive and dispatch to appropriate emergency units ali

priority 3 calls for emergency services in less than one
minute. (Priority 3 is any call for emergency services
which may constitute any immediate or potential hazard
to life or property, or any call for which the time element
of the arrival of responding emergency units may have a
bearing on the incident).

Provide demand/suppont to field units and maintain
continuous status of patrol and fire equipment and per-
sonnef.

Maintain service levels by investigating and analyzing all
complaints on service from citizens and other Divisions
of the Department.

This program operates within the Emergency Communi-
cations Center which is staffed with a minimum of two
Public Safety Dispatchers at ail times. Systems utilized in-
clude:

Computer-Aided Digital Dispatch System—All patrol un-
its, fire apparatus and fire stations are equipped with
either mobile-digital plasma display units or mobile print-
ers, or both, which operate from digital signals over a
dedicated radio frequency. All calls for service are entered
into the digital system where the computer assigns case
numbers and tracks times, and transmits to the appropri-
ate units. In addition, the system can be used for remote
query-reply by patrol units 10 State, Federal and local EDP
systems-and private car-to-car free-form messages.

Public Safety Communications Center staff dispatch fire and
patrol vehicles to emergency scenes.

Radio Network—A UHF radio system is operated in ad-
dition 1o the Computer-Aided system utilizing separate
voice frequencies for police and fire, which may be com-
bined when necessary. The radio system supplements dig-
ita! broadcasts and may be utilized independently during
peak periods.

Telephone System—The telephone system incorpo-
rates, along with many dedicated special function lines, a
911 reporting system. Sunnyvale 911 was installed in 1972

and updated to include tone identification, forced discon-
nect, trace capability and no-coin pay phone dialing in
1977,

The 911 reporting system is scheduied to be replaced by
the “E911” system in july 1984. The “E” (electronic) 911"
system will function county-wide through central com-
puters. it will provide Sunnyvale Dispatchers with an in-
stantaneous display and printout of the telephone number
and address each “'E911” call is coming irom,

EDP Systems—All applicable £EDP query-reply systems
for subject wants, registrations, drivers licenses, property
wanls, etc., are interfaced directly into the Computer-
Aided dispatch system and are accessible either by the
Dispatchers in the Center or directly from the patral vehi-
cles.

In order to perform fast, reliabie services, this program
operates under the following three basic policies:

1. Services performed by Dispatcher are limited as
much as possibie to emergency functions.

2. All work procedures are structured, prioritized and
disciplined.

3. Maximum use is made of the most sophisticated
equipment availabie.

Training
Staff tquivalent Positions
Lieutenants 2
Public Safety Officer 1
Total 3

Goal—The goal of this program is to maintain a high
level of professionalism consistent with increasing re-
quirements of Public Safety concepts and duties.

Some of the Objectives are:

* Meet or exceed State mandated requirements for sworn
Public Safety management and supervisory personnel.

* Meet or exceed State and Departmental mandated train-
ing requirements for all Public Safety personnel in basic,
advanced and recertification classes.

* Administer 4 Basic Recruit Academies, resulting in a
minimum of 16 new Public Safety Officers to maintain
authorized strength.

Training and Fducation—Training and education are. of
course, the major means of developing human resource
potential. The public safety concept places critical de-
mands upon the Department’s police and fire science
training programs.

To meet these demands each recruit is given 480 hours
of basic fire training in the Department’s Fire Academy and
640 hours of police training through the Police Academy.

Fire Academy—The goal of the Fire Academy is to pro-
vide every officer with fire prevention and suppression
skills and knowledge needed to perform competently.

Every uniformed member of the Department engages in
fire fighting activities. In order 1o maintain a high level of
competence, each individual receives continuous train-
ing. This training begins with a 12 week recruit class where
a new officer receives instruction in both basic fire fighting



knowledge and practical applications at a modern drill
tower.

Sunnyvale conducts its own Fire Academy at which the
students receive instruction in pump operation, standard
hose evolutions, ladder operations, rescue operations,
and apparatus driving. Additionally, classes will be given in
advanced first-aid, CPR, hazardous materials and fire pre-
vention. Upon completion of this academy, students will
hold a Basic Fire Training Certificate and an Apparatus
Operator Certificate,

A Department Fire Academy class practicing hose line
advancement.

Police Academy—Public Safety Officers must attend a
basic Police Academy at the beginning of their careers.
There-are several regional police academies the depart-
ment utilizes. but all are structured virtually the same, as
they are administered by area junior colieges. The Com-
mission on Peace Otficer Standards and Training (P.O.5.T.)
mandates subject matter areas, and levels of acceptable
pertormance n basic academies statewide. Some of the
subjects covered are law, police/community relations, of-
ticer satety, firearms and arrest and control techniques.

In-Service Tratming Program —The goal of this program s
to provide sworn personnel with in-service training (skills
and knowledge) needed to perform competently. Two
Lieutenants and one Public Satety Officer {P.5.0.} are as-
signed to training. The Lieutenants plan and organize
tramning courses, coordinate personnel attendance, and
maintain training records. The P.5.0.s dulies include
firearms instruction, armory duties, and traiming. This en-
taits 1n-service tirearms instruction and qualification, in-
spection and maintenance for all department firearms,
and providing logistical support for training courses pro-
vided by the training bureau, PSO-IT (Public Safety Officer
in Training) posinons are offered for men and women
aged 21-39 who meet the educational and physical re-
quirements. A PSO-IT attends both the Fire and Police
Academies.

LAW ENFORCEMENT PROGRAM
Staff

Equivalent Positions

Commander oi Police Services 1
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A Department Training Officer inspects one of the Smith &
Wesson M59 weapons issued to Officers.

Goal—The Commander of the Law Enforcement pro-
gram 1s responsible for the successful accomplishment of
all goals and objectives of the ‘program. This is coordi-
nated through the various positions within the program
which are outlined below.

Police Services

Staff Equivalent Positions
Captains . 3
Lieutanants 13
Public Safety Officers 89
Staff Qffice Assistant 1
Secretary S B
Total 105

Goal—The goal of this program is to provide a sate and
secure environment for people and property and to de-
tect. deter and apprehend violators of laws through wnves-
tigation.

Objectives

Some of the objectives are:

* Respond and handle all non-emergency calls errectively
and maintain a response time on emergency cails which
will provide on-scene services within an average time ot
6 minutes.

*+ Provide suificient patrol and radar traffic enforcement 10
insure a safe and orderly flow of traffic.



* Provide crime prevention information and police re-
source services to Cily residents.

* Conduct follow-up investigations on assigned vice,
internal afiairs, background investigations and other
special circumstances cases.

Under the direction of the Police Services Commander,

the Police Services Program serves to protect the lives and
property of residents and visitors alike, 24-hours a day, 365
days a year with a minimum manning level of 11 officers at
all times. Two leams, under the direction of a Patrol Team
Captain and 10 Public Safety Lieutenants who serve as shift
supervisors, work a modified 4/10 plan to provide daily
coverage for all calls for service. The city is divided into 6
beats, geographical areas based on equal division of pre.
vious demand for calls for service. Beats are modified as
demands change to ensure timely response by the patrol
beat officer,

The on-coming shift during their daily patrol briefing.

Patrol —Public Safety Officers assigned to Patrol must
periorm a variety of duties in addition to crime preven-
tion, responding to emergencies, and providing assistance
upon public request. They are therefore trained and en-
couraged to fully investigate all cases to which they are

A Public Safety Officer is assigned to the desk to assist citizens
wha may come into Public Safety Headquarters.

1

assigned and, with the exception of some major crimin.
cases, will conduct preliminary investigations and inter-
views, collect evidence and follow-up investigative leads
as far as possible prior to the case being reassigned to
detectives in the Investigations Unit,

Patrol Officers also perform general traffic enforcement
duties as part of their daily activities which may include
identification and surveillance of areas requiring selective
traffic enforcement and making recommendations to the
City Traffic Engineering Department as to traffic condi-
tions. As an adjunct to Police Services duties of traffic reg-
ulation, crossing guards are utilized to assist children
across major thoroughfares during the school year.

Traffic—In addition to the general traffic enforcement
provided by patrol officers, several officers are assigned as
traffic safety officers. The goal of this program is to reduce
all types of vehicle related accidents. Those officers as-
signed to the division spend the majority of their time
operating radar equipment and enforcing the traffic laws.

Other tasks the Traffic Safety Officer performs are to
identify and investigate traffic violation complaints, pre-
pare special reports of enforcement activities, research
and prepare recommendations for selective traffic en-
forcement, provide in-service fraining on radar use and
selective enforcement tactics, and present '‘Safe Way To
School”’ and “Bicycle Safety” presentations at the City's
schools.

Neighborhood Resource Officer—There are four Patrol
Officers assigned as Neighborhood Resource Officers
whose primary responsibility is to address the special
problems and needs of a designated area of the City. In
order to fulfill their responsibilities they seek 1o establish a
bridge of trust and understanding with the residents
within their designated areas. They adjust their schedules
to allow for discussions with civic groups, participation in
youth-oriented activities and attendance at neighborhood
meetings. Due to their unique roles, these officers repont
directly to the Police Staff Services Captain.

Neighborhood Resource Officer meets with and discusses a
variety of topics with school children.



Crime Prevention—The goals of this program are to
provide numerous types of Crime Prevention Programs to
the community. The Crime Prevention Office maintains
burglary statistics, alarm response statistics, and reviews
building plans to insure high security standards.

One of the primary services of this unit is to educate city
residents and commercial and industrial property owners
on how 1o better secure their properties against the crimes
of theft and burglary.

The Crime Prevention Assistants are mainly functioning
in the city’s neighborhoods implementing the Operation
ID and the Home Security Inspection program.

Another popular program is the Neighborhood Watch
Program. This involves organizing home owners in each
neighborhood to work together to assist one another in
protecting their property and reporting suspicious cir-
cumstances.

The Crime Prevention Office is also involved in training
of bank employees in the correct procedures to follow
immediately foliowing a bank robbery.

Investigations——The Investigations Unit is responsible
for the detection and apprehension of perpetrators of
major crimes as well as crime prevention. They follow-up
on reports of felonies and may be called upon to réport
directly to the Chief of Public Safety on matters such as
background checks of employment applicants, Depart-
ment internal affairs inquiries, intelligence reports, vice
and organized crime investigations and homicides. A sub-
program of the Investigations Unit is the Juvenile Diver-
sion Program which is designed to prevent non-criminal
juvenile offenders from entering the criminal justice sys-
tem. This program is carried out at both the local and
county-wide levels so as to offer alternatives to the prob-
lems faced by juveniles. A supervising Lieutenant and
eleven officers are assigned to the Investigations Unit.

Pictured is a Detective reviewing a report which has been assigned
to him for follow-up.

Court Liatson—Police Services has a designated Court
Liasson Qfiicer whose role it is to secure complaints from
the District Attorney. schedule court appearances and
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maintain communication with all other agencies of the
judicial system.

A sub-objective of this program is to analyze the time
spent in court so that improvements in court pracedures
can reduce the considerable time and costs already in-
volved.

Field Training Officer—~The field training officer has
been very carefully selected to do the on-the-job training.
The broad background of knowledge needed by the effec-
tive officer cannot be gained entirely at the police
academy. The primary objective of the program is to pro-
duce a Public Safety Officer who can work in a solo capac-
ity safely and effectively. For this reason, the fieid training
and evaluation program is mandatory prior to regular pa-
trof assignment, The program is considered an integral
part of the total recruit selection process. It is a com-
prehensive curriculum and standardized evaluation sys.
tem that will enable the recruit to demonstrate his/her
proficiency in patrol operations.

Field Evidence Technician—Provides all patrol shifts
with readily available uniformed personnel and equip-
ment, whose training and function emphasis is oriented
toward the identification, preservation and coflection of
physical evidence. The evidence technician responds to
designated crime scenes to identify and secure the crime
scene. He is responsible for locating and coilecting physi-
cal evidence and performs specialized processing of evi-
dence not normally provided by the county crime lab.

"A Field Training Officer reviews a report with a recruit who has just
completed the Police Academy.



.

Here is an Evidence Technician processing evidence collected at a

crime scene.

S5.T.A.R, —Special Tactics and Rescue Teamn—The role of
the S.T.A.R. team is to neutralize hazardous situations
through the development of sound team work. Each of-
ficer is chosen for his ability and desire to serve the De-
partment and the community. He receives many hours of
specialized training in weaponry and tactics for the han-
dling of abnormally hazardous situations.

FIRE SERVICES PROGRAM
Stafi Equivalent Positions

Commander of Fire Services 1

Coal—The Commander of Fire Services is responsible
for the successful accomplishment of all goals and objec-
tives of the program, This is coordinated through fire sup.
pression and fire prevention which is outlined below.

Fire Suppression

Staff Equivalent Positions
Captains 3
Lieutenants 22
Public Safety Officers 61
Secretary ' 2
Total 89

Coals——The goais of this Program are to save life, pre-
vent the spread of fire, and control and extinguish fires.

Objectives

* Provide on-scene services to emergency requests within
an average of 4 minutes,

* Conduct fire and life safety inspections of apartments
and commercial establishments an average of twice each
year. ‘

To this program are assigned fire fighting, rescue ac-
:ivities, fire station and apparatus maintenance so that alt
resources are in a constant state of readiness to respond to
calls for service.
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The Department's 5.T.A.R. Team is shown during a monthly
training session.

All fire-based personnel receive 298 hours of refresher
training per year during scheduled weekly drill periods at
the Station 2 training tower grounds. Hazardous materials,
flammable liquids, aircraft crash and rescue are but a few
of the topics covered. First-aid, CPR and firearms are re-
quired topics included for fire-based personnel each year.
Drill tower training is coordinated through a Lieutenant
who is assigned as a drill master,

Fire apparatus companies are staffed around the clock
with what is considered a minimun staffing level, since
Patrol officers respond and supplement fire fighting ef-
forts. A complex and detailed system ol response cards is
maintained in the Emergency Communications Center
which allows for the appropriate number of fire com-
panies and Patrol personnel to be dispatched according to
the nature, location and severity of the emergency.

A specialized hazardous material response team has
been formed to respond 16 and control hazardous mate-
rial spills, leaks and fires involving chemicals

The response team members have been sent through-
outthecountryto schools and seminars addressing these
problems. The team is assigned to a special rescue:

Pictured 15 a monthly training exercise at the Department’s
modern drill faciity.



This is the Department’s newest fire apparatus which is used for
harardous materials emergencies. :

chemical apparatus, They are trained to use state of the an
chemical detection devices, specialized protective cloth-
ing and chemical containment equipment. Team members
also perform safety inspections of facilities that use and
store hazardous chemicals.

Fire suppression personnel are also responsible for in-
spections and enforcing fire and life safety regulations
applicable to commercial structures and multiple family
dwellings in their districts. The results of these inspections
are forwarded to the Fire Prevention staff for follow-up
recording, '

The Fire suppression personnel are assignéd to 12 com-
panies located in & fire stations. The strength shown is
maintained by replacing members on leave with relief per-
sonnei assigned to each-Fire Team. A table of equipment
and personnel assigned to each Fire Station follows:

CHART B
Fire Statron Apparatus and Personnel Complement

Fire Station Apparatus

1 E-1 1500 GPM Pumper
T-1 75" Aerial Platform w/1500
GPM pump 2 PSO

Personnel on Duty
1L &1P50

2 £2 1500 GPM Pumper 14 &1 P50
T-2 75" Aenal Ladder Telesquat
w1500 GPM pump 2 PSO
R.2 Chemical Light Air Rescue
Apparatus 2 PSO
3 E-3 1000 GPM Pumper 1Lt & 1PSO
5-3 1000 GPM Pumper 2 PSO
4 E-4 1500 GPM Pumper 1L & 1P50
T-4 65 Aenal Platform w/ 1250
GPM pump 2 PSO
3 £:3 1000 GPM Pumper 1Lt &1PSO
b E-6 1000 GPM Pumper 1Lt &1PSO
5-6 1000 GPM Pumper 2 PS5O

Reserve Apparaius

1000 GPM Pumper
R-5 1000 GPM Pumper

w

Fire Prevention

Staff Equivalent Positions
Lieutenants 1
Public Safety Officers 5
Totai 6

Goal—The goal of the program is to prevent injury and
property damage by reducing fire and life safety hazards.

Objective

* Conduct fire and safety inspections of commercial, in-
dustrial and public assembly properties an average of
twice each year.

The primary goal is to reduce the hazard to life posed by
structural fires. A secondary objective is to reduce the
number and severity of fires. '

This program provides for (1) the coordination of all
fire prevention activities; (2} the inspection of all prop-
erties having complex fire hazards; (3} ¢checking building
and development plans for fire and life safety features; (4)
conducting public education campaigns; (5} providing
technical advice on matters related to fire prevention; and
{6) managing a comprehensive hazardous materials stor-
age permit program to identify the location of hazardous
materials. A fire prevention module of the Department’s
£DP system aids in the coordination of fire prevention ac-
tivities.

The primary responsibility for fire cause and arson in-
vestigation lies within the Fire Prevention Bureau. Due to
the availability of police services in the Public Safety con-
cept, assistance can-be drawn from patrol-and detective
personnel as necessary to facilitate the solving of a case.

. The Fire Prevention Bureau aiso researches and writes or-

dinance proposals such as the Municipal Fire Code,
Smoke Detector Ordinance and Construction Qrdinance
for structures in excess of 75 feet in height. The bureau is
responsible for carrying out complex enactment programs
such as that which insured the installation of smoke detec-
tors in alt dwellings in the City.

Pictured here is an Officer conductiﬁg a fire inspection at a local
semiconducior manufacturer’s facility.



Public education and industrial fire safety planning as-
sistance are provided by bureau personnel in the iorm ol
pamphlets, lectures and demonstrations.

Section VI
SUMMARY

The challenge of providing fire and police services in an

efficient and economical manner is one which must be

met by every city. The combined services concept of Pub-

lic Safety in Sunnyvale has provided a high level of service

A Fire Prevention Officer reviews a bullding plan with the owner with relatively low personnel staffing since 1950. This will
prior to consteuction. : be a continuing goal for the future.
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APPENDIX

Exhibit A RESOLUTION CREATING
THE DEPARTMENT OF PUBLIC SAFETY
RESOLUTION NO. 1040

WHEREAS, it is the desire of the City Council of the City of Sunnyvale to render more economical and
efficient fire and police protection to the citizens and residents of this City, and

WHEREAS, a study of ways and means has been completed whereby a mare efficient and economical
service to the pubiic can be rendered in these important fields and,

WHEREAS. improved hours and working conditions will result from a unification of said services,

NOW, THEREFORE, be it resolved by the City Council of the City of Sunnyvale that there be and is
hereby created a Department of Public Safety to be hereafter known and designated by that title, which

.said department shall be created by a unification or merger of the existing Police and Fire Departments of

this City into a single department,

BE IT FURTHER RESOLVED that the City Manager be and he is hereby authorized to take ail necessary
steps consistent herewith in order to immediately effect the creation of said Department of Public Safety
through merger and unification of said existing Police and Fire Départments, and to undertake any other
necessary steps, operations or activities in order 1o effectuate the purposes hereof,

PASSED AND ADOPTED THIS _ 6th _ day of ___june__ 1950, by the following vote:

AYES: Councilmen, Giimore, Stout, Theller and jones.
NOES: Counciimen, Johnson.
ABSENT: Councilmen, None,
APPROVED:

/s/ Walter L. Jones

ATTEST: Mayor
s . Ilda Trubschenck
City Clerk
Exhibit B
DEPARTMENT GROWTH
Total Number Number
Dept. Budget Strength of of
Fiscal Total Per 1,000 Fire fFire
Year Popuiation Year Amount Staff Population Apparatus Stations

1358 40,300 57-38 $ 454,592 64 1.59 4 2
1960 32,400 5960 716,240 100 1.9 6 2
1961 36.180 60-61 915,394 107 1.90 8 3
1963 78,515 62-63 1,077,134 145 1.85 11 6
1965 80.454 6d—h5 1,689,805 159 2.35 1 [
1966 84,767 65-66 1,877,225 171 2.02 11 6
1970 97.583 69-70 3,040,141 174 1.88 11 &
1971 103,000 70-71 3,533.950 185 1.80 1 6
1978 107,183 77-78 8,521,946 210 1.95 14 ]
1980 107195 79-80 9,735,250 223 2.08 14 6
1982 108.600 81-82 12.942.818 242 223 14 6
1983 109.000 82-83 14,362,001 248 2.28 14 b
1984 109,500 83-84 15,587,285 — —_ 14 6
1985 110,100 84-85 16,834,268 — — 14 6

*Note the 1984-85 budget 15 projecied based on the Crty's 10 year plan.
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Exhibit E
PUBLIC SAFETY OFFICER CLASSIFICATION

General Statement of Duties  Performs general duty police
work and engages in fire-fighting and fire prevention ac-
tivities; does related work as required.

Distinguishing Features of the Class This is general duty
public safety work consisting of routine police patrol in an
assigned area. criminal investigation and crime preven-
tion. A Public Safety Officer is also responsible for per-
forming fire-lighting duties and performing fire preven-
tion and station and equipment maintenance activities. A
position in this class requires excellent physical condition
and aptitude for public safety work. Orders of superiors
must be executed promptly and efficiently. A Public Safety
Officer should quickly become familiar with the broad
range of modern public safety methods and procedures.
Work is performed under close or general supervision de-
pending on the nature of the assignment. A Public Safety
Officer is required to exercise initiative and discretion
when faced with emergency conditions. The work in-
volves an element of personal danger. Supervision is occa-
sionally exercised over other Public Safety Officers during
the absence of a superior officer. A Public Safety Officer
may be assigned to serve as a plainclothes detective in the
patrol division or conduct fire prevention inspections.

Examples of Work: (lllustrative only) Patrols a designated
area during an assigned shift in motorized equipment;
Enforces pertinent City and State laws and assists in en-
forcement of Federal laws on request;

Checks doors and windows and examines premises of un-
occupied buildings or residences to detect suspicious
conditions;

Investigates suspicious conditions and complaints and
makes arrests of persons who violate laws and ordinances;
Accompanies prisoners to headquarters, jail or court and
appears as witness in court proceedings as required;
Directs traffic and gives violation tickets, or arrests those
who break traffic laws;

Checks automaobile parking in restricted areas and gives
violation tickets when necessary;

Maintains records and prepares reports;

Maintains order in crowds and attends parades, funerals
or other public gatherings:

Waltches for stolen cars and wanted or missing persons;
Makes investigations and enforces City and State laws per-
taining to juvenile offenders:

Gives advice on laws, ordinances and general information
to the public;

Operates radio patrol car, patrol wagon, fire pumper or
aerial ladder truck as required;

Acts for Public Saiety Lieutenants in their absence as di-
rected:

Performs iire-tighting duties by laying and connecting
hose lines and operating nozzles and directing water
streams:
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Makes openings in burning buildings for ventilation and
entrance and chops holes in roofs and floors when neces-
sary;

Removes persons from burning buildings;

Operates portable chemical {ire extinguishers;

Performs salvage operations at scene of fires such as
covering furniture with tarpaulin, mopping fioors and
clearing debris;

Cleans, maintains and makes minor repairs to fire-fighting
eguipment;

Participates in periodic drills and individual and group
training courses covering criminal detection and ap-
prehension, crime prevention and fire-fighting theory and
practices;

Makes periodic inspections of buildings for fire hazards
and makes recommendations for improvements;

Gives emergency first-aid treatment to injured persons in-
volving the application of modern first-aid technigues;

Checks fire hydrants for operating and physical condition;

Performs a wide variety of routine tasks in connection with
the maintenance of fire station quarters and grounds.

Required Knowledges, Skills and Abilities Good social and
general intelligence; good knowledge of correct spelling
and basic English; good judgement; ability o carry out
complex oral and written instructions: ability to read,
interpret and apply public safety laws and ruies; ability to
analyze problems and take effective action in emergen-
cies; ability to drive an automobile and fire-fighting
equipment: good powers of observation and ability to re-
tain details; excellent moral character; physical strength
and agility; excellent physical condition,

Minimum Qualifications

Pubiic Safety Officer In Training—Completion of 48
semester or 72 quarter units in an accredited college or
two years of experience in police or fire work: not under
21 nor over 59 at the ume of appointment: meet Class A
medical standard tavaitable on requesty; U.S. Citizenship.
vision correctable to 20:30 in each eye; uncorrected
minimum 20/40 in both eyes together and not less than
20/50 ind v idually; horizontal median of not less than 75°
in each eve: ability to distinguish colors, tactiul, good
judgement; pood moral character; free from any phvsical,
emotional or mental condition which would adversely af-
fect job performance; willingness 10: adhere to ethics of
faw enforcement, enforce laws regardless of personal feel-
ings. comply with department grooming standards, work
irreguiar hours, carry a firearm, perform routine, repeti-
tive work, possession of a valid California driver's hicense.

Lateral Entry For Pubhc Safety Officer—Completion of
fourteenth grade supplemented by two vears current
police experience and Basic P.0.5.T. Certificate or three
years fire experience. Not under 21 nor over 39 at the ume
ot appointment; meet Class A medical standard tavailable
on request); U.S. Citizenship; vision correctable 10 20:30



in each eye; uncorrected minimum 20/40 in both eyes to-
gether and not less than 20/50 individuatly; horizontai
median of not [ess than 75 in each eye; ability to distin-
guish colors: tactiul, good judgement: good morai
character; free irom any physical, emotional or mental
condition which would adversely affect job performance;
willingness to: adhere to ethics of law enforcement, en-
force laws regardless of personal feelings, comply with
department grooming sitandards, work irregular hours,
carry a firearm, perfarm routine, repetitive work, ability
and willingness to get Class 2 driver’s license, First Aid
Certiticate and CPR Certilicate,

ARE YOU INTERESTED? !f you feel that you possess the
qualifications demanded by the Department of Public
Satety, and you'd like more detailed information concern-
ing the testing and selection process, here's all you have to
do:

I. ¥You can stop by the Department and see the Recruit-
ing Otficer in the Planning and Research office. The
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Recruiter will be happy to answer all of your ques-
tions and will assist you in any way he or she can.

. You can telephone, (408} 738-5767, between

8:00a3.m. and 5:00 p.m. Monday through Friday, and
ask for the Recruiter in the Planning and Research
Office. The Recruiter will be happy to help you in
any way he or she can. The officer will provide writ-
ten material concerning the testing and selection
process as well as brochures which address all as-
pects of Public Safety from the fire and police
academies to retirement,.

You can write to the Department of Public Safety at:

Department of Public Safety
Recruiting Officer
P.O. Box 60607
Sunnyvale, CA 94088

requesting information concerning a career in Public
Satety.



Exhiblt F
AVERAGE RESPONSE PER UNIT

AT SCENE OF FIRE

Below Averages Are A Six Month Period

Single Unit Responses
Total Alarms
Total Officers on Apparatus

Average Personnct on Apparatus Per Alarm
Average Patrol Qilicers Responded Per Alarm

1288
2576

2.0
.9

Average Total Personnel Per Single Unit Alarm 2.9

Two Unit Responses
Total Alarms
Total Officers on Apparatus

Average Personnel on Apparatus Per Alarm
Average Patrol Officers Responded Per Alarm

Average Total Personnel Per Alarm
Average Total Personnel Per Unit

Three Unit Responses
Total Alarms
Total Officers on Apparatus

Average Personnel on Apparatus Per Alarm
Average Patrol Officers Responded Per Alarm
Average Off-Duty Personnel Per Alarm

Average Total Personnel Per Alarm
Average Total Personnel Per Unit

Four Unit Responses
Total Alarms
Total Officers on Apparatus

Average Personnel on Apparatus Per Alarm
Average Patrol Officers Responded Per Alarm
Average Off-Duty Personnel Per Alarm

Average Total Personnet Per Alarm
Average Total Personnel Per Unit

346
1384

4.0
b

4.6
2.3

216
1296

6.0
6.4
6.4

18.8
6.3

28
224

8.0
10.9
10.9

25.7
6.4

21

Total Patrol Officers Responded
Total Off-Duty Officers

Total Patrol Officers Responded
Total Off-Duty Officers

Total Patrol Ofiicers Responded
Total Off-Duty Officers

Total Patrol Officers Responded
Total Off-Duty Officers

1176

1384

1390

190
306
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HMANAGEMENT 2E

RELATIONSHIPS WITH LEGISLATIVE BODIES

*  Federal
*  State
* Local including Council/Board Relations

URBAN POLITICS AND PROBLEMS
INITIATIVE AND REFERENDUM/POLICY FORMATION
FIRE MANAGEMENT IN THE YEAR 2000

*  Coping with Coming Issues
*  Public Safety Consolidation (full and partial)
*  Civilization of Fire Service

PROGRAM MANAGEMENT

Overview

Training

Public Education
Fire Prevention
Public Information
Hazardous Materials
Safety

* ok kO O % %

PERSONNEL

Structure/Systems

Retirement Systems

Wage/Salary Administration

Setection & Testing including Assessment Centers
EEQC and Affirmative Action

Women inFire Service

Comparable Worth/Sexual Harrassment

Discipline/Grievances/Skelley; et al
Apprenticeship/Interagency Training

* ok ok Kk ok % ¥ ¥ * F

LABOR RELATIONS

MMB

Management Rights

Mediation, Factfinding, Arbitration
Agency Shop

Labor Actions

Anatomy of a Strike

* ok A+ A4 o+ %

EMERGING LEGAL ENVIRONMENT

*  "Liabilities, Torts, Immunities"

*  Deep Pockets

* Legislative Impacts (O0SHA, FLSA, etc.)
*  Role of Courts & Judicial Impacts

*  Wrap-up

Workman's Compensation/Disabilities/Light Duty Programs
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LABOR RELATIONS TERMS

Following are some words commonly used in labor relations with

their meanings:

ARBITRATION:

BLACKLIST:

CHECKOFF :

CLOSED SHOP:

COLLECTIVE BARGAINING:

ESCALATOR CLAUSE:

FEATHERBEDDING:

GRIEVANCE:

GRIEVANCE PROCEDURE:

INDUSTRIAL UNION:

BOYCOTT:

A method of settling disputes in which the
two parties agree to submit the issue to a
third party on whom they both agree with the
provision that they will accept the decision
as binding. Useful after negotiations have
become hopelessly deadlocked.

A list of names of union members, union
activists, or union leaders which is circulated
among employers as a means of making it
difficult for the listed persons to find -
employement.

Deduction of union dues from the employee's
pay; done at the worker's request.

A shop which by union-management agreement
hires only union members. Such agreements
are now against the Taft-Hartley Act.

A process by which employee's pay, hours
of work and various other conditions of
employment are settled by union and
employer discussion.

A clause in a contract providing for an in-
crease or decrease in pay according to a
rise or fall in a cost-of-living index.

The practice of having more workers assigned
to a work group than are necessary to do
the work.

A complaint about any unsatisfactory con-
dition of work.

An agreed-upon process whereby grievances
arising between collective bargaining periods
are given fair consideration and decisions.

A union organized on a company or industry
basis regardless of occupational titles

and skills; a "wvertical" union in contrast
to a craft or "horizontal" union which
includes persons skilled in one occupational
field, but employed by more than one

emp loyer. ’

A refusal by union members to handle, deal
with, buy, or do business with goods not
produced by union labor.



| LOCKOUT: A management tool whereby employees are
locked out of their work places. An [
economic weapon in a labor dispute.

MEDIATION: Impartial assistance under state or federal
. law whereby two parties are assisted in
resolving their differences. WNo authority
or compulsion is involved.

NLRB: ~ National Labor Relations Board set up By
the U.S. Government to administer the National
Labor Relations Act (Taft-Hartley Act).

OPEN SHOP: A shop that employs workers regardless of
their being union or non-union.

PICKETING: The practice of patrolling entrances to
‘ strike property in an effort to prevent
workers from going in and out; also used
to publicize the union side of the issue.

SCAB: One who works while a strike is on or one
who takes the job of a striking worker.

STATE RIGHT TO WORK LAW: A state law assuring the right to work
regardless of a union-management agreement
Lo operate with a union or closed shop.
Over a third of the fifty states have such (
a law, :

*

STRIKE: Group refusal to work. The ultimate union
weapon to gain their demands.

UNION SHOP: An Agreement that requires all newly hired
employees to join the union within a
limited time.

WILDCAT STRIKE: A strike unéuthorized by the union.
WORK JURISDICTIONAL

DISPUTE: Disagreement between two or more unions
about which one does certain work.
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QUESTIONS AND ANSWERS ON COLLECTIVE BARGAINING
A PRACTITIONER'S GUIDE

INTRODUCTION

This series of questions and answers is intended to educate
public sector labor relations practitioners about the process of
collective bargaining. It describes fundamental concepts of the
bargaining process itself such as scope of bargaining and good-
faith bargaining. It gives detailed instructions on how to best
prepare for collective bargaining and make proposals. It explains
how to initiate collective bargaining, focusing on items to be
discussed at the first, the second, and the following negotiating
sessions. Finally the questions and answers center on how to be
effective at the bargaining table.¥*

THE COLLECTIVE BARGAINING PROCESS

PURPOSE OF NEGOTIATIONS
Q: WHAT I8 THE PURPOSE OF COLLECTIVE BARGAINING?
A: To make decisions bilaterally about wages, hours, and

conditions of employment, with employees. and management
sharing in the process.

Q: WHAT IS THE ALTERNATIVE TO COLLECTIVE BARGAINING?

A One alternative is the traditional unilateral decision making
by management. This system, which existed before employees
organized, and which still exists today in some workplaces,
allowed management to make all the decisions affecting
employees.

Q: ARE THE DECISIONS MADE DURING THE COLLECTIVE BARGAINING
PROCESS BINDING?

A:  Absolutely. The parties ate bound to their decisions about the

bargaining issues by a written agreement. The negotiations
which culminate in this written agreement are important
because the resulting contract sets up rules and
responsibilities which bind both employees and management for
the future until another contract is negotiated.

*In all references to labor relations, negotiations, collective bargaining, management, employees, and other
labor terms, the adjective "public sector! is implied.
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- I8 THERE NO.ﬁAY TO ERASE MISTAKES WHICH WERE MADE JURING

NEGOTIATIONS AND WRITTEN INTO THE CONTRACT?

No. These mistakes cannot be erased during the life of the
contract unless both parties agree to make an alteration. The
duration of many collective bargaining contracts in the public
sector is two years. This means that successful employee-
employer relations on a day~to-day basis may be jeopardized
for up to two years by ineffective collective bargaining.

~ WHAT PURFOSE DOES COLLECTIVE BARGAINING BERVE IN THE PUBLIC

SECTOR?

It nurtures a healthy relationship between labor and
management enabling them to solve dzsagreements peacafully
without disrupting the delivery of services to the public.

DOES COLLECTIVE BARGAINING ELIMINATE CONFLICT BETWEEN LABOR
AND MANAGEMENT.?

No. Disagreements between labor and management are normal and
conflict between the two parties almost inevitable, given
their different values and priorities. The American system of
labor relations does not pretend to dispel this conflict. In
fact, bargaining over competitive items emphasizes the
differences between labor and management. However, collective
bargaining is intended to set up procedures which channel this
conflict in the most productive direction possible. Collective
bargaining offers a means to resclve these conflicts and to
avoid hostility, suspicion, and a spirit of non-cooperation.
Through face-to-face bargaining it is hoped that labor and
management can solve their disagreements with the least
disruption in the delivery of services to the public.

SCOPE OF BARGAINING

Q:

WHAT IS THE SCOPE OF BARGAINING?

The range of topics that public employers are required by
state law to bargain over with their employees. The list of
requlred topics varies from state to state, but usually
includes wages, hours, and terms and condltlcns of employment.

WHAT IS MEANT BY A BROAD SCOPE OF BARGAINING OR A NARROW SCOPE
OF BARGAINING?

A broad scope of bargaining means that the state law requires
public employers to bargain over virtually all items connected
with wages, hours, and working conditions. On the other hand,
2 narrow scope of bargaining refers to bargaining which is

3



restricted by state law to matters directly related to wages
and wage-related fringe benefits.

WHAT ARE MANDATORY TOPICS8 OF BARGAINING?

Those topics that must be bargained over by state law. One
side may insist upon reaching an agreement over such a
mandatory topic and if no agreement is reached the parties
must use impasse procedures to resolve the conflict. The usual
types of impasse procedures are mediation, fact~finding, and
arbitration.

WHAT ARE PERMISSIBLE TOPICS OF BARGAINING?

The law permits the parties to bargain over permissible
topics, if they mutually consent to do so. However, they are
not required to reach agreement over permissible items as they
are over mandatory items. This is the difference between
mandatory and permissible topics. This means that one party
may not insist upon reaching an agreement over a permissible
topic to the peint of impasse. Impasse procedures are not
jnvoked to resolve controversy over permissible items as is
the case when a deadlock is reached over a mandatory topic.

WHAT ARE ILLEGAL ITEMS OF BARGAINING?

Topics which are specifically exempted by law from the
bargaining process. An example of an illegal item is a ''closed
shop' provision. This can never be a subject of collective
bargaining between labor and management.

WHAT IS MEANT BY MANAGEMENT RIGHTS?

Those rights of management which are necessary to manage work
operations effectively. These rights are considered beyond the
scope of bargaining. The need for management to carry out its
operations effectively is recognized by labor, management, and
state law, especially in the public sector where much of the

work is prescribed by law and directly affects the well-being
of the public.

WHAT ARE THESE MANAGEMENT RIGHTS?

Most state laws grant management the following rights which
are considered beyond the scope of bargaining.

* the right to direct the work force
* the right to establish policy

* the right to hire, promote, demote, transfer, assign,
retain, lay off, and recall employees
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GOOD
Q:

* the right ¢to discipline, suspend, or discharge
employees for Jjust cause and according to the
applicable law

* the right to maintain efficiency

# the right to take all actions necessary to carry out
the mission of the agency mandated by law

MUST EACH RIGHT OF MANAGEMENT BE WRITTEN S8PECIFICALLY INTO THE
STATE LAW IN ORDER TO BE RECOGNIZED A8 VALID AND BEYOND THE
SCOPE OF BARGAINING?

No. Management rights is such a well established concept in
labor relations that even if they are not specifically defined
in the state law, the board or commission responsible for
implementing the state labor law will usually hold  these
rights to be part of the management function. These agencies
will normally rule that the rights of management necessary to
carry out its operations effectively are beyond the scope of
bargaining.

DOES THIS MEAN THAT MANAGEMENT NEVER HAS8 TO DISCUSS ANY OF
THEBE ISSUES8 WITH THE EMPLOYEE ORGANIZATION?

No. Management does not have a totally free hand in exercising
its rights. Even though management is not bound by law to
negotiate over its actual decisions in the areas reserved as
management rights, it must still bargain over the impact of
these decisions on employees. For example, a decision to put
on a night shift of the sanitation crew may be an issue of
policy and thus within the area of management's rights.
Nevertheless, the impact of that pelicy decision upon
employees is within the scope of bargaining. Management would
have to bargain over how night shift assignments would be
made, and how much premium pay, if any, would be provided. The
decision by management to lay off employees due to revenua
shortages, to cite another example, is a decision which in
itself cannot be bargained over. However, the question of how
seniority will affect the prospect of being laid off and the
order of recall is a legitimate condition of employment and
thus is subject to negotiation with employees.

FAITE BARGAINING
WHAT IS8 MEANT BY GOOD FAITH BARGAINING?
This is one of the primary obligations imposed upon public

employers by labor law, it also applies to the employee union.
The law usually defines '"good faith bargaining" as:



To bargain in good faith means the mutual obligation of
the employer and the employee organization to meet at
reasonable times and negotiate in good faith over
mandatory subjects of bargaining, and to incorporate any
agreement reached into a written contract, but this does
not obligate either party to agree to a proposal or
require the making of a concession." :

WHAT MUST MANAGEMENT DO 70 PRACTICE GOOD FAITH BARGAINING?

The practical meaning of "good faith bargaining' has evolved
over years of experience in private sector bargaining.
Basically, management must sincerely try to reach an agreement
to satisfy the terms of good faith bargaining. Specifically,
management must: '

* approach bargaining with an open mind, being accessible
to persuasion

* follow procedures which will enhance the prospects of
a negotiated settlement

* regard all items within the scope of bargaining as
rightfully negotiable and as problems that should be
solved bilaterally

* be willing to meet as often as necessary to reach
agreement, albeit at reasonable hours and for
reasonable periods of time

¥ discuss the demands of employees freely and fully, and
justify negative reaction to these demands with reasons

* consider compromise proposals in an effort to find a
mutually satisfactory basis for agreement

* give information to the union which is must have to
bargain responsibly on behalf of the empioyees

I8 BARGAINING IN GOOD FAITH MERELY A LEGAL OBLIGATION ON THE
PART OF MANAGEMENT?

Absolutely not. Perhaps more than any other behavior, good
faith bargaining establishes the respect and trust during
negotiations that determine the quality of the whole laber-
management relationship. Good faith bargaining is a practical
necessity. It goes beyond legal obligations. Once a union is
chosen by employees, a new kind of long-term relationship
begins. The union will not go away. Unions are rarely
dislodged from their positions as bargaining agents. And, even
if the employees vote out a particular union, another one will
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usually replace it in the same vote. Therefore, bad faith
bargaining not only runs afoul of the law, but sets a tone in
the labor-management relationship that is disruptive and
counterproductive. Bad faith bargaining by management will
bring a vengeful counter attack by the union, immediately or
in the future when it gathers greater strength.

GOALS OF BARGAINING

WHAT ARE THE GOALS WHICH MUST BE ATTAINED IN ORDER TO HAVE A
SUCCESSFUL BARGAINING RELATIONSHIP BETWEEN LABOR AND
MANAGEMENT?

There are four primary goals of collective bargaining:

* to settle competitive issues
w to settle cooperative issues
» to maintain face with constituents

* to establish a workable relationship with the other party

ONE OF THE GOALS OF BSUCCESSFUL BARGAINING IS TO SETTLE
COMPETITIVE ISSUES. WHAT ARE COMPETITIVE ISSUES?

Items in bargaining that are perceived by either or both
parties as being win-lose items, such as wvages and wage-
related fringe benefits. It is commonly thought that all labor
negotiations are composed of competitive issues one side,
typically the union, trying to win from the other side,
management, a c¢oncession it does not want to make. For
example, if a city agrees to a wage package with a total cost
of $500,000, that leaves exactly $500,000 less for the city
to use on capital costs, expansion, maintaining its physical
plant, and its other needs.

ARE MONEY MATTERS ALWAYB COMPETITIVE ISSUES OF BARGAINING?

Generally, but not always. For instance, a wage increase may
be necessary to attract quality employees and both management
and labor will profit from this, creating a win-win situation
over a money matter. It is also possible for non-economic
issues to be win-lose items. For instance an agreement to
"promote from within first" may prevent the public employer
from taking advantage of a loose labor market to hire highly
qualified people. In this case, the union wants promotion from
within, a concession that management does not want to make.
However, the majority of competitive issues concern wages and
economic benefits that affect the distribution of a limited
"economic pie."



WHAT ARE COOPERATIVE ISSUES8 IN BARGAINING?

A wide range of subjects which can be resolved to benefit both
labor and management, thus creating a win-win situation.
Examples of cooperative issues are affirmative action and on-
the-job safety. Such issues might be settled by the creation
of a labor-management study committee.

MAINTAINING FACE WITH CONSTITUENTS IS ONE GOAL OF A SB8UCCESSFUL
BARGAINING RELATIONSHIP. WHAT IS MEANT BY "“MAINTAINING FACE
WITH CONSTITUENTS?"

Recognizing and dealing effectively with the conflicting needs
of the negotiating team's own constituents so that all the
individuals the team represents are confident that their
bargaining team is doing its best to protect their interests.
The bargaining teams of both labor and management represent
organizations made up of diverse groups. This means that
extensive bargaining must go on within the management group
itself and within the bargaining unit of employees. All the
special interests within each group must be reconciled before
bargaining representatives can go to the table and reprasent
a coherent stance. Ideally this reconciliation should go on
prior to formal negotiations so that consensus can be reached
on the goals and objectives of both labor and management
before they meet each other at the table. This enables each
bargaining team to present a united front in negotiations. The
process of striving for consensus within the labor or
management organization is called "constituent bargaining' or
wintra-organizational bargaining."

WHAT IS MEANT BY CONSTITUENT BARGAINING OR INTRA-
ORGANIZATIONAL BARGAINING?

The two terms are synonymous. They refer to the attempt by
each bargaining team to reach consensus within the group it
will represent at the bargaining table. The bargaining
representatives try to reconcile the diverse demands and
interests within the management group or the group of
employees, whichever is the case.

WHY IS8 IT IMPORTANT FOR THE UNION TO MAINTAIN FACE WITH ITS8
CONSTITUENTS?

Because a union is a political organization, if it does not
want the employees to vote it out in favor of a rival union,
it must convince the employees that it can best represent
their interests to management. :

WHAT ARE SOME OF THE DIFFERENT INTEREST GROUPS THAT A PUBLIC
SECTOR EMPLOYEE UNION MUST REPRESENT?

:



Al Interests .vary according to personal and occupational
differences. Within a single bargaining unit, the union may
have to represent the conflicting interest of:

* senior v. new employees

* older V. young employees

& male V. female employees

* married v. single employees

* black V. white employees

* craft V. unskilled employees

* professional V. non~professional employees.
" clerical v. blue collar employees

* supervisory v. rank and file employees

Subdivisions of employees can form minority factions able to exert
disproportionate pressure on union representatives because of their
united position. Black, caucuses, women's groups, craft sections.
and professional associations can develop within the same union.
There minority factions may be formally organized, or be recognized
informally as an important faction whose needs must be considered:
during negotiations.

Q: ' DESPITE ALL THE SPECIAL INTEREST GROUPS THAT MAY BE PRESENT
IN A SINGLE BARGAINING UNIT OF EMPLOYEES, DON'T ALL EMPLOYEES
BABICALLY WANT THE SAME THINGS?

A: No. Each group has special concerns and different ideas about
achieving their goals. The different interests of these groups
can lead to contradictory pressures upon the union negotiating
team. For instance, older employees may prefer a retirement
plan over.increased vacation leave. . Higher paid employees such
as those in skilled trades may seek percentage wage increases
to protect the distinction between them and the unskilled
workers. Professional employees often are less concerned about
age increases than with establishing or maintaining non=-
economic prerequisites common to their prof9381on. A Black
caucus or a women's group may pressure the union to alter a
seniority system which they perceive as perpetuating
discriminatory hiring practices.

Q: DO CONFLICTING INTEREST GROUPS WITHIN AN EMPLOYEE BARGAINING
UNIT REALLY AFFECT THE PERFORMANCE OF THE UNION NEGOTIATING
TEAM?

At Yes. These contradictory interests within the union affect its

' negotiating strategy from the drafting of proposals to the
ratification of the contract. If management realizes that
these internal pressures within the union exist, it can better
understand and predict the positions the union will take
during negotiations.

Q: I8 MANAGEMENT COMPOSED OF DIVERSE INTEREST GROUPS WHICH THE
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MANAGEMENT NEGOTIATING TEAM MUST REPRESENT?

Yes. The management negotiating team experiences the same
pressures from diverse interest groups that the wunion
negotiating team does. Within urban management, these are
department heads, personnel directors, budget officers, and
legal counsel, all with different concerns. In addition to the
diverse interest groups within management, the funding agency
or legislative body is another interest group which must be
satisfied by the management negotiating team.

BARGAINING IN A POLITICAL SETTING

Q2

Az

0

WHAT PART DOES PUBLIC PRESSURE PLAY IN NEGCTIATIONS?

The interests of the taxpayers, particularly when they are
represented by a vocal organization, must be considered when
the settlement affects the tax rate or the quality of
government services. Negotiated gsettlements must be
politically acceptable. While the citizens are usually not too
actively involved in the negotiations, the long run impact of
a high cost agreement upon the political future of electe

officials must always be considered. :

ARE THERE OTHER PRESSURE GROUPS THAT INFLUENCE THE MANAGEMENT
NEGOTIATING TEAM BESIDES MANAGEMENT PERSONNEL, ELECTED
OFFICIALS, AND TAXPAYERS?

Yes. Public employers in other 3jurisdictions may exert
pressure to "hold the line" on wage and benefit concessions,
because these concessions will then be expected by employees
in other cities and counties. These top-level public managers
exert pressure at private meetings or through more officially
recognized forums such as municipal associations. Most top-
level public managers have regular contract with their
counterparts in other «cities, counties, towns school
districts, and state governments.,

ARE NEGOTIATING TEAMS NEUTRAL INDIVIDUALS WHO TAKE ON THE
CONSENSUS OF ALL THE SPECIAL INTEREST GROUPS THEY REPREBENT?
OR DOES ONE MEMBER OF A TEAM REPRESENT A CERTAIN INTEREST
GROUP AND ANOTHER TEAM MEMBER A DIFFERENT INTEREST GROUP, AND
80 FORTH?

A negotiating team for the union will often contain members
from each large interest group. It may contain one member from
the largest department in the city, another member may be a
skilled employee even though the majority of employees in the
bargaining unit are unskilled. Not all special interests will
be represented on the bargaining team, Dbut each special
interest group may be called in to give testimony about its
particular problems within a department or shop. In this way,
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the negotiating team is aware of the concerns of the diverse
interest groups, even if a representative of each interest
group cannot be on the negotiating team.

Management negotiating teams are made up in a similar
way. The team is usually structured to represent the various
areas of expertise within the local government administration,
for instance, the legal division, the budget division, and the
personnel office. Department heads from the departments most
affected are commonly included.

WHY ARE NEGOTIATING TEAMS COMPOSED OF REPRESENTATIVES FROM
SBPECIAL INTEREST GROUPS WITHIN MANAGEMENT OR LABOR?

Because these 1ndlv1duals can carry back to the "in~house®
groups they represent an: understanding of how and why the
decisions were made during negotiations. This 1nsp1res
confidence that the group's interests were not "sold out' in
favor of other groups within the organization. In the case of
the management negotiating team, a representative is chosen
from each of the areas of expertise - legal, personnel, and
budget - to bring together sufficient expertise for adequate
representation of city interests.

IF NEGOTIATING TEAMS ARE COMPOSED OF REPRESENTATIVES OF
SBPECIAL INTEREST GROUPS8 FROM WITHIN LABOR OR MANAGEMENT,
DOESN'T THIS CAUSE STRIFE WITHIN EACH NEGOTIATING TEAM ITSELF?

Yes. There is a certain amount of internal conflict as these
persons strive to protect their own interests and assert their
influence within the negotiating team.

WHAT IS MEANT BY ATTITUDINAL BARGAINING?

Behavior during negotiations intended to shape the attitudes
of the party on the other side of the bargaining table.
Attitudinal bargaining rarely results in specific items in the
contract. This shaping of attitudes occurs on a personal level
~ the negotiators for labor and management alike want to be
perceived as authoritative, competent, trustworthy, and
responsible. On an organizational level, each side wishes the
other side to view its interests as legitimate.

WHAT ARE THE DIFFERENT CONCERNS THE MANAGEMENT AND THE UNION
NEGOTIATING TEAMS HAVE IN ATTITUDINAL BARGAINING?

Many of the concerns are the same, each side wants the other
side to view its members as authoritative and its interests
as legitimate. But the union wants management to accept it as
the bona fide representative of the employees. The union wants
management to know it will not disappear despite the
employer's intransigence. The union wants management to know
it doesn't want to "take over," but merely to insure that
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employees have a say in the matters that affect them directly.
On the other hand, management wants the union to recognize
that public management has a legal obligation to manage its
resources in the best possible way to deliver services to the
public. Management wants the union to know that it nmust
protect the public interest, a key concept for management to
instill in the collective bargaining relationship.

WHAT ARE THE MAJOR DIFFERENCES BETWEEN BARGAINING IN THE
PUBLIC BECTOR AND THE PRIVATE BECTOR?

In one word, politics. Because of its accountability to the
public, management in the public sector is not the final
authority and the negotiators for management do not represent
a unified front. Sometimes public sector unions bypass the
negotiator and try to bring political pressure on elected
officials directly or 'go to the publie" by telling their
story to the media.

WHY IS IT SAID THAT PRIVATE SECTOR MANAGEMENT PRESENTS A
UNIFIED FRONT IN NEGOTIATIONS WHILE PUBLIC SECTOR MANAGEMENT

DOES NOT?

In the private sector, the spokesman for management with the
authority to make an offer in negotiations is backed up by the
power to fund that offer. Private sector management tends to
be centralized. The private sector union knows that whatever
concessions it wins will <come from across-the-table
negotiations. However, in the public sector, the management
spokesperson often does not have the final authority to make
an offer and does not represent a unified management. This is
often caused by the fact that the negotiating team is composed
of officials from the executive branch while final approval
for funding must come from the legislative branch; the city
council or state legislature. A poor relationship may exist
between the executive and legislative branches of government
or the local government may be divided by a high degree of
partisan politics.

WHAT I8 END RUN BARGAINING?

A tactic used by public sector employee unions in which they
circumvent the collective bargaining process by appealing
directly to elected officials, usually the funding agency. A
direct appeal to the Mayor or City or County Council is
effective from the wunion standpoint wherever a poor
relationship exists between the executive and legislative
branches of government, or where the government is ‘divided by
a high degree of partisan politics. If the management
negotiator does not represent a unified management, public
sector . unions have found they gain more bypassing the
negotiator and trying to bring political pressure to bear
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directly on elected officials.

IS8 END RUN BARGAINING EVER BUCCESSFUL IN RESOLVING CONFLICTS
BETWEEN PUBLIC SECTOR UNIONS AND MANAGEMENT?

No, such tactics destroy productive bargaining in the long
run. Once a union successfully evades a strong bargaining
stance made at the bargaining table, it will be reluctant to
limit its activities to the negotiations room. The union will.
be constantly tempted to get the city council to top the last
offer made at the table by the official negotiators for
management. Regardless of motives, any city council member who
tries to play heroc by privately making an offer to the union
which betters the final offer of the city's bargaining team
destroys the possibility of productive bargaining,

WHAT IS MEANT BY “GOING TO THE PUBLIC?"

This occurs when either or both negotiating teams present
their sides to the public directly or, more often, through the
media. Going to the public may take the form not only of
seeking media coverage of a certain position, but also of
descrlblng the other side as unreasonable and unwilling to
bargain irn good faith.

WHAT IS8 BUNSHINE BARGAINING?

Sometimes called "goldflsh bowl bargaining," it is public
sector bargaining which is open to the public. v;rtually any
citizen may walk in and observe the negotiating sessions in
sunshine bargaining. Because the results of public sector
bargaining have a direct impact on the public welfare, some
state and 1local jurisdictions have instituted sunshine
bargaining.

IS SUNSHINE BARGAINING BENEFICIAL TO SUCCESSFUL BARGAINING?

There is much dlsagreement over whether sunshine bargaining
benefits the collective bargaining relationship between labor
and management. Most experienced negotiators have mlsgivzngs
about sunshine bargalnlng. They think that bargaining in
publlc makes compromise difficult. For example, the newspaper
is able to cover a negotiating session because it is open to
the public. The paper reports that negotiators for the union
have asked for a 15 percent wage increase. Union members read
this and their expectations are raised so high they decide not
to accept a contract with only a 7 percent increase.
Management faces the same problem of increasing or lowering
the expectations of the tax-paying public which creates more
dissatisfied citizens when a final settlement is reached.
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PREPARING FOR NEGOTIATIONS

ORGANIZATION FOR BARGAINING

Q:

Az

I8 IT IMPORTANT FOR PUBLIC BECTOR MANAGEMENT TO PREPARE FOR
NEGOTIATIONS?

Yes. Management should prepare its attitudes, its
organization, and its information before going to the
bargaining table. Too often this is not done in the public
sector. If management is not prepared, negotiations become.
merely a series of reactions by management to union proposals
with the union backing up its proposals with information. If
the union fails to cost out its proposals adequately, many
hours can be spent debating over whether proper figures and
formulae are being used. The same is true for contract
language. If no research has been conducted by either party
on sample contract clauses, many unnecessary hours can be
spent "reinventing the wheel," laboriously drafting new
language to cover common problems.

HOW SHOULD MANAGEMENT PREPARE FOR NEGOTIATIONS?

By preparing specific proposals and gathering the data
necessary for explaining proposals, as well as costing out
counterproposals. Local government is complex and such
preparation cannot be left to one or two individuals working
in the office independently of the rest of management.
Preparing for bargaining must be a team effort. Experts at all
levels of management - the personnel officer, the budget
director, the 1legal counsel - should all be involved.
Preparation may include surveys of other local governments and
private employers, surveys of line supervisors, and
discussions among the top 1level administrators in the
governmental unit. Contacting all levels.of management in the
city or county is especially important.

WHO SHOULD COORDINATE THE EFFORT8 OF ©PREPARING FOR
NEGOTIATIONS?

The person selected to be chief spokesperson at the bargaining
table.

HOW DOES EXTENSIVE PREPARATION BY MANAGEMENT FOR NEGOTIATIONS
BENEFIT MANAGEMENT?

By preparing for negotiations, management avoids agreeing to
a proposal which has hidden costs that significantly change
its value. Management can present its own proposals for
consideration by the union instead of merely reacting to union
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proposals. This gives management a positive position to take
in negotiations. Extensive preparation 1lays a better
groundwork for informed compromise, it saves hours of time in
negotiations that would otherwise be spent in last minute
research. Preparing sample contract language saves both
parties -from arduously constructing acceptable language for
each new non-economic item in the contract. Preparation gives
the parties an understanding of how other jurisdictions
handled the same problems they're having.

WHO BSHOULD BE ON MANAGEMENT'S NEGOTIATING TEAM?

This is one of the most important decisions for management in
the whole <collective Dbargaining process. A mix of
representatives from the personnel and budget offices with
representatives from the departments with the biggest
operations, ' such as the B8anitation Department or the
Department of Public Works, is the most common choice. Often
the city attorney will be on the negotiating team and may act
as chief spokesperson.

WHAT I8 THE ADVANTAGE OF PUTTING IN-HQOUSE STAFF ON
MANAGEMENT*'S NEGOTIATING TEAM?

The value of having the city attorney and representatives from
the budget office, the personnel office, and departments with
the largest operations 1lies in their expertise. The
responsibilities these people will have in bargaining come
from their individual areas of experience. The personnel
officer will examine employee records for information on types
of employees, age and seniority distribution, and grievances
on file. The budget officer will prepare data on exXpected
revenues, priority allocations, operating costs, and other
finances. The department heads will provide background on
difficulties within their operation that stem from the present
contract. They know which management prerogatives they would
like to see protected. They are familiar with the causes of
employee dissatisfaction within their departments. The city
attorney will provide advice on contractual language and the
legality of union and management proposals.

I8 1IT NECESSARY FOR MEMBERS OF MANAGEMENT TO BE ON
MANAGEMENT'S ACTUAL NEGOTIATING TEAM OR CAN THEY MERELY ACT
AB ADVISERS?

No, it is not necessary for these members of management to
appear at the bargaining table. They must, however, do the
preparatory research necessary to carry out. informed
bargaining. They should be available to the negotiators to
answer questions and evaluate propesals if problems arise.
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SHOULD THE CHIEF EXECUTIVE OF THE LOCAL GOVERNMENT BE A MEMBER
OF MANAGEMENT'S NEGOTIATING TEAM?

No. This is not usually done. As the final authority
responsible for binding management to an agreement, the Mayor,
the County Commissioner, or the Town Manager may be placed
under extreme pressure during negotiations to agree on the
spot to union proposals, when reflection and consultation are
necessary. Another reason is that the chief executive is
usually an elected official. It is better to staff the
negotiating team with appointed officials to keep bargaining
centered on issues rather than political personalities.
Elected officials may be pressured to repay labor for its
support during the official's political campaign by conceding
to labor at the bargaining table. Finally, chief executives
are usually unable to commit themselves fully to negotiations
because of time constraints. Bargaining is a time-consuming
process demanding a concentrated effort. Local government
officials usually have many other demands on their time. In
addition, much of bargaining concerns detailed -construction
of language calling for a level of expertise the chief
executive usually does not have nor need to attain.

SHOULD MEMBERS OF THE CITY COUNCIL BE INCLUDED ON MANAGEMENT'S
NEGOTIATING TEAM?

No. They are usually removed from the negotiating team for
much the same reasons as the chief executive is. Elected
officials may be pressured into responding to political favors
that had been granted by unions earlier. They don't have the
time to participate, and they lack the expertise to be
valuable in collective bargaining. The political problems of
elected officials are exacerbated by the bipartisan nature of
most councils. As the funding body, the council will have to
ratify the contract in most cases anyway. This is the time for
council involvement. Because it must ratify the contract, the
Council should be kept informed of the progress of
negotiations on a periodic basis, and the executive branch
should know the approximate range of wage increases that the
council will fund.

SHOULD MANAGEMENT HIRE A PROFESSIONAL NEGOTIATOR TO BE IT8
CHIEF SPORKESPERSON AT THE BARGAINING TABLE?

It should be considered. A professional negotiator brings
immediate expertise on strategy and contract language. The
hiring of a professional makes participation by city officials
unnecessary, thus leaving them to their normal duties. The
professional provides an example to in-house staff who then
can develop expertise of their own. The short-term expense may
be outweighed by the value of the professional negotiator's
experience, particularly if management is negotiating its
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first contract. Hiring a profeésional just for negetiations
provides expertise to small jurisdictions at less cost than
hiring a permanent staff person,

ARE THERE ANY DISADVANTAGES IN HIRING A PROFESSIONAL
NEGOTIATOR TO SERVE AS CHIEF BPOKES8PERSON FOR MANAGEMENT AT
THE BARGAINING TABLE?

Yes. The professicnal dies not stay to enforce the contract
once it is negotiated. If the city has not been closely
involved in bargaining, it may be left with a contract it does
not understand. The professional often is resented by the

union and considered a '*hired gun" brought in by management.

to overwhelm them with legalisms and tactical maneuvering. If
the jurisdiction has a personnel office, it might be more
beneficial to hire or train a personnel officer as a
specialist in labor relations. Hiring a professional
negotiator creates a dependency on outside experts that
curtails the development of in-house expertise and removes the
bargaining responsibility from persons directly accountable
to the public.

IF MANAGEMENT DECIDES TO HIRE A PROFESSIONAL NEGOTIATOR,
SHOULD IT ALLOW THE PROFESSIONAL TO WORK INDEPENDENTLY OR
SHOULD MANAGEMENT WORK WITH THE PROFESSIONAL?

Local officials should work closely with the professiocnal
negotiator because they are the ohes who will have to live
with the agreement. They must not remain aloof from the
negotiations. They should view it as a learning experience,
and be aware it will be their responsibility to administer the
contract after the negotiations end.

WHAT SHOULD MANAGEMENT DO AFTER SELECTING ITS NEGOTIATING
TEAM?

Several arrangements must be made. Authority to bargain must
be granted to the bargaining team. A chief spokesperson must
be appointed. Department heads and other officials who are
affected by the negotiations but not on the bargaining team
should be made available for consultation when needed to
supply the pertinent information in their area of expertise,
and to consider union proposals directly related to their
operations. Line and middle managers must be kept generally
aware of the progress of negotiations in terms of settlement
on certain issues, progress on other issues, and deadlock if
it occurs.

WHAT I8 MEANT BY AUTHORITY TO BARGAIN?

The negotiators should be able to bargain with the authoxity
to settle. The chief negotiator should not be perceived by the
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union as a "walking memo" to and from the Mayor. If this is
the union's perception, the chief negotiator cannot bargain
effectively. Guidelines should be set beforehand Dby the
policymakers in local government on the range of wage
increases, benefits, and non-economic concessions possible.
After this initial agreement, the negotiators should be able
to proceed independently, with periodic reports to the elected
officials and consultation with them if an alteration in the
settlement seems necessary.

I8 THE CHIEF SPOKESPERSON MERELY A FIGUREHEAD OR DOES THAT
PERSON REALLY SPEAK FOR THE WHOLE NEGOTIATING TEAM?

This person is definitely not a figurehead. It is essential
that the team members understand that only this person is to
speak during negotiations, unless it is agreed before each
session begins that other members will address certain issues
within their area of expertise. If the union team notices
dissension within the management team, it will try to exploit
that dissension and play one side of management against the
other. Committee members other than the spokesperson are there
to evaluate union proposals that fall within their fields of
knowledge, to offer advice, and to give another perspective
during caucuses.

WHY MUST MANAGEMENT KEEP MIDDLE MANAGERS AND LINE MANAGERS
INFORMED DURING NEGOTIATIONS?

Management needs their feedback about the outcome of ongoing
negotiations. Management should try to make all levels of
management feel involved in negotiations to foster their
understanding of the collective bargaining process. It is
particularly important that these middle and line managers be
committed to the collective bargaining agreement that is made.

INFORMATION FOR BARGAINING

Q:

WHAT SPECIFIC INFORMATION DOES THE MANAGEMENT NEGOTIATING TEAM
NEED BEFORE GOING TO THE BARGAINING TABLE?

It is essential that the team prepare its own bank of
information in preparation for negotiations. This should
include extensive information on wages, economic benefits,
non-economic benefits, contract language, ability to pay,
costing out proposals, and management rights and union
security. The team should understand how its own jurisdiction
ranks among comparable jurisdictions in regard to wages and
benefits. If the team collects this information independently,
it need not rely on the union's data, which may be less
comprehensive than management deens appropriate.
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WHAT DOES THE NEGOTIATING TEAM NEED TO XNOW ABOUT WAGES AND
WHERE CAN THEY FIND THE INFORMATION IN ORDER TO PREPARE FOR

BARGAINING?

Essential information and its sources are the following:

INFORMATION NEEDED 80QURCE

# Consumer  Price Index * U.8. Bureau of Labor
(& other measures of Statistics (Local/
inflation) University Library)

* Wages in comparable * State Association of
jurisdictions : Counties

* gtate Municipal League
* Personal Surveys

w W&ges negotiated by * Union contracts obtained
same union in other _ from other employers or
jurisdictions associations

* Wages in comparable * gtate Chamber of
private sector jobs Commerce

* Persona) Surveys
* Present wage rates _ * Personnel Office

IN COMPILING INFORMATION ON WAGES, HOW SHOULD MANAGEMENT
DEFINE "COMPARABLE' JURISDICTIONS? n0O TWO MUNICIPALITIES ARE
IDENTICAL.

The standards for comparability are always debated. When
choosing other jurisdictions for comparison, the following
criteria are widely wused: population, amount and kind of
industry regional cost of 1living, average family income,
assessed valuation, and type of governmental unit, such as
town, city, county, or state. When choosing other jobs for
comparison, in either the public or private sector, be sure
that the duties of the jobs in question are comparable, not
just the job titles. The title "supervisor" is frequently used
in the public sector, when the job duties of a public sector
"“supervisor" are actually comparable to a "foreman" or
“leadman" in the private sector. -

IN COMPILING RESEARCH ON WAGES TO PREPARE FOR NEGOTIATIONS,
HOW SHOULD MANAGEMENT COMPARE WAGES FOR PUBLIC SECTOR JOBS
WITE COMPARABLE PRIVATE SECTOR JOBS?

When choosing private sector jobs for comparison, the most
common criterion is location within or near your jurisdiction,
because their employees mix socially and experience the same
cost of living as the employees in your governmental unit. The
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operating budget of the private and the public employer should
also be comparable.

WHAT ARE THE OTHER ECONOMIC 1ISSUES BESIDES WAGES THE
NEGOTIATING TEAM SHOULD BE INFCRMED ABOUT?

The following is a summary of the most frequently negotiated
economic issues other than wages:

* hours of work * premium pay

* shift differential * paid holidays

* vacations * sick leave

* longevity pay * break time

* wash-up time # union business time
* health insurance * dental insurance

* life insurance * pension benefits

* disability insurance

WHAT TYPE OF INFORMATION SHOULD THE NEGOTIATING TEAM GATHER
ABOUT ECONOMIC 1ISSUES, AND WHERE CAN THEY FIND THIS
INFORMATION?

The following are the essential types of information and the
best sources of such information:

INFORMATION NEEDED SBOURCE
* Benefits in comparable * gstate Association of Counties
jurisdictions * State Municipal League
* Personal Surveys
* Benefits negotiated by *+ Union contracts from
the same union other employers or
employer associations
* Benefits for comparable * State Chamber of Commerce
jobs in private sector % Personal Surveys

* Present economic benefits *# Personnel Office

SHOULD LEGALLY REQUIRED BENEFITS SUCH AB _ WORKMEN'S
COMPENSATION, SOCIAL SECURITY, AND UNEMPLOYMENT COMPENSATION
BE COSTED OUT BY THE MANAGEMENT NEGOTIATING TEAM JUST A8 OTHER
ECONOMIC BENEFITS ARE?
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Yes, they should be considered as employee benefits for the
purposes of costing out union propesals. Unions often argue
that since these are non-negotiable items they cannot be
considered as concessions by the employer to the employees.
However, the employer incurs a real cost with these programs
and they clearly benefit employees.

WHAT ARE THE MAJOR KIND8 OF NON-ECONOMIC ISSUES WITH WHICH THE
NEGOTIATING TEAM SHOULD BE FAMILIAR? :

The major kinds of non-economic issues are:

* seniority systems (as they apply to lay off, recall
assignment, transfer, and promotion)

* grievance procedures

* employee access to bulletin boards, parking facilities,
act.

WHAT INFORMATION DOES THE NEGOTIATING TEAM NEED ABOUT NON-
ECONOMIC ISBUES, AND WHERE CAN THEY FIND INFORMATION ABOUT
THEM?

The following are the basic types of information about non-
economic issues and the best sources of such information.

INFORMATION NEEDED S80OURCE

% Same information as * Same sources
ECONOMIC BENEFITS, as ECONCMIC
plus BENEFITS

* Present personnel policies # Personnel Office
and regulations

* Language in comparable * Contracts obtained through
jurisdictions associations or personal

* Language sought by the surveys
union elsewhere

* Legal guarantees and * Legal counsel
constraints * State administrative agency

for public employee bargaining

HOW IMPORTANT I8 THE ACTUAL WORDING OF THE COLLECTIVE
BARGAINING CONTRACT?

The drafting of accurate and unambiguous contract language is
a central goal feor negotlators. Accurate language becomes
particularly difficult in such sensitive areas as seniority
and job security, defining a grievance, management rights
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clauses, and union security. Unlike wages, contract language
does not have to be compared with those jurisdictions in the
surrounding area. It is valid to compare contact language with
national private sector agreements and contracts from around
the country. The main problem in drafting contract language
is making it clear.

HOW CAN NEGOTIATORS ACHIEVE CLARITY IN CONTRACT LANGUAGE?

A number of collections of s;ngla clauses arranged by topic
have been published for use in public sector labor contracts.
There are complete sample contracts to review for clear
language on many issues. The following four references are
recommended.

* GOVERNMENT EMPLOYEE RELATION REPORTS8 (GEER) REFERENCE
FILE, "Section 81: Contracts" and "Section 85: Clause
Finder." The Bureau of National Affairs, Inc., 1231 25th
Street, N.W., Washington, D.C. 20037.

% PUBLIC PERSONNEL ADMINISTRATION: LABOR-MANAGEMENT
RELATIONS, Vol. 1: Union Contract Clauses, Prentlce-uall,
Inc., Englewood Cliffs, New Jersey, 07632.

* IMRS CLAUSE REFERENCE MANUAL. Labor Management
Relations 8Service, Suite 616, 1620 Eye 8t. N.W.,
wWashington, D.C. 20006.

* COLLECTIVE BARGAINING: NEGOTIATIONS AND CONTRACTS, Vol.
1: Techniques and Trends Current Settlements; Vol. 2:
Basic Ppatterns Clause Finder. The bureau of National
Affairs, Inc., 1231 25th Street, N.W. Washington, D.C.
20037.

I8 THERE ANY OTHER INFORMATION THE MANAGEMENT NEGOTIATING TEAM
SHOULD HAVE BEFORE ENTERING INTO NEGOTIATIONS BESIDES
INFORMATION ON WAGES, ECONOMIC, AND NON-ECONOMIC BENEFITS?

Yes. The team should know current problems of the workplace.
They should ask supervisors and department heads what
prerogatives they need to run their operations efficiently,
their perceptions of employee desires and problems, and what
kinds of demands they anticipate employees to make. The team
should review grievance files to determine what parts of the
contract and which personnel policies generate the most
problems.

~ The team should also be familiar with the funding agency
ability to pay. This can be determined by studying the
proposed budget for the jUIlSGlCtlon, estimating revenues,
looklng up the legal constraints on increasing revenues, and
finding out the property tax, sales tax, and income tax in
comparable jurisdictions.
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Finally, the mnegotiating team should cost out its
proposals by filling out a TOTAL OPERATING COST sheet, which
includes all information, at an annualized rate, necessary for
informed bargaining on economic items. 1In costing out
proposals it is also necessary to have a breakdown of
personnel data, including age distribution in five vyear
increments, salary and job .classification distribution,
employee turnover rate, and length of service of employees in
five year increments.

PREPARING MANAGEMENT PROPOSALS

Q:

A:

WHY I8 IT IMPORTANT FOR MANAGEMENT TO BRING ITS OWN PROPOSALS
TO THE BARGAINING TABLE?

Because collective bargaining is a two-way street. It is not
a sgystem ''where management bargains and the union collects,
" as is sometimes said. Far too often public management enters
negotiations with no proposals of its own and is placed in the
pesition of simply objecting to labor's proposals without
offering a positive alternmative. Public management must
protect its own interests as well as those of the public. To
do so, management proposals on economic and non-economic itens
should be prepared before bargaining begins.

HOW FIRMLY SEOULD MANAGEMENT STAND BY ITS PROPOSALS DURING
BARGAINING?

Proposals on economic and non-economic issues made in advance
of bargaining are drawn up as the basis for discussion and
compromise; they are not written in stone and should not be
delivered in a "take it or leave it" attitude. The purpose of
these advance proposals is to give management?'s perspective
in writing to the union, and to stimulate the give and take
of negotiations.

HOW BHOULD MANAGEMENT GO ABOUT MAKING ITS OWN PROPOSALS ON
WAGES AND ECONOMIC BENEFITS?

The negotiating team should first consiult with the legislative
body on the approximate maximum increase that it will fund.
This consultation may be formal or informal, depending on the
relationship between the executive and legislative branches.
Most important is that management be able to bargain with the

-confidence that the legislative body will fund the agreement

that is finally reached. The negotiating team should next set
maximum and minimum goals. It should establish management
goals concerning the structure of the wage package. For
instance, if management feels that certain selective increases
are needed to attract and retain skilled employees, it should
incorporate this difference into its wage proposal plans., The
negotiating team should determine the preferred forms of wage
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increase and predict the approximate union goals.
WHAT IS8 MEANT BY SETTING MINIMUM AND MAXIMUM GOALS?

This is one of the decisions the management negotiating team
must make in developing its economic proposals. The minimum
goals should be the estimate of the minimum wage at which
present employees will continue to work and new employees will
be attracted as they are needed. The maximum wage which
management will offer is usually the same as the maximum the
council will fund, although it is possible that the
negotiating team, in the interests of curbing inflation or
protecting other management priorities, will set a maximum
wage somewhat lower than the council is willing to fund.

WHAT ARE THE DIFFERENT TYPES OF WAGE INCREASES THAT MANAGEMENT
CAN CHOOSE FROM IN FORMULATING ITS OWN WAGE PROPOSAL FOR
BARGAINING?

Percentage increases and across-the-board flat money increases
are the two major types. It is important for management to
determine which type of wage increase it prefers before it
begins Dbargaining. Percentage increases preserve the
proportionate differences between types of jobs. For instance,
if skilled employees make 20 percent more than laborers, an
8 percent increase for all employees will maintain that 20
percent difference. Across-the-board flat money increases tend
to compress the wage structure and decrease the percentage
differentials between jobs: an $800 increase to a laborer
making $10,000 is an 8 percent increase; an $800 increase for
a mechanic making $14,000 is only a 5.7 percent increase. The
difference between their salaries is decreased from 40 percent
to 37 percent by such an across-the-board flat raise.

HOW CAN THE MANAGEMENT NEGOTIATING TEAM BEST PREDICT THE
UNION'S GOALS IN ORDER TO PREPARE FOR BARGAINING?

The best sources for the estimates of what union negotiators
will demand are the most recent Consumer Price Index and the
recent contract negotiation settlements in other
jurisdictions. Estimates of union goals will help in analyzing
union demands and in preparing initial management proposals.

HOW SHOULD MANAGEMENT GO ABOUT MAKING ITS OWN NON-ECONCMIC
PROPOSALS FOR BARGAINING?

To develop non-economic proposals, anticipated union demands
and management rights issues must be considered. The
management team must survey its supervisors and department
heads for their opinions, and it must study the grievance
files to spot trouble areas in the current work force or

contract, so that appropriate proposals for change can be
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prepared. The team should review recent contract settlements
in the region, and study the various labor reports to get a
feel for trends in non-economic benefits so the team can
better predict union proposals. Based on all this research,
the team can predict the possible union goals on non-economic
items that will be revealed during bargaining. Finally, the
management negotiating team should establish management goals
in two areas: responses to union proposals and an affirmative
pesition on management rights. :

WHAT INFORMATION SHOULD THE MANAGEMENT NEGOTIATING TEAM SEEK
FROM SUFERVISORS AND DEPARTMENT HEADS IN ORDER TO DEVELOP GOOD
PROPOSALS FOR BARGAINING OVER NON~ECONOMIC ISSUES?

Ask them to describe the problems they perceive in the present
contract or present personnel policies. They should be asked
particularly to state whether these present policies limit
their ability to operate their shops or departments
effectively. The team should ask these supervisors and
department heads if they know of any employee complaints so
that the team can investigate these complaints, anticipate
union proposals about them, and formulate appropriate
responses.

HOW SHOULD MANAGEMENT DECIDE HOW IT WILL RESPOND TO UNION
PROPOSALS ON NON-ECONOMIC ISSBUES?

Responses can range from '"no change in the status quo" to
"complete acceptance of the union proposal® depending on the
particular issue in question. On certain problems, management
may be thinking in the same way as the union, and the only
differences will center on language and emphasis. On other
issues, labor and management may be totally at odds, and a
complete explanation of the management position should be
ready. Just as with wage proposals, management should
determine its minimum and maximum positions on these non-
economic demands.

IN PREPARING FOR BARGAINING, HOW SHOULD MANAGEMENT FORMULATE
IT8 POSITION ON MANAGEMENT?

The negotiating team must formulate an affirmative position
on management rights. This should not be an afterthought or
merely a copy of the management rights clause from the state
statue. Rather it should be deliberately drafted to cover the
particular areas that have caused problems at the workplace.
It should also cover traditional management rights as defined
in typical statutes and labor agreements. Taking. a strong
stand on management rights does not mean that management is
opposed to unionization or collective bargaining. A strong
stand merely recognizes that the public has delegated
authority to elected officials and that they must have the
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right to exercise this power in order to fulfill their
responsibilities. Management rights can be protected and even
strengthened through collective bargaining. Proposals should
be well drafted. A clear distinction should be made between
nyages, hours, and conditions of employment" as bargainable
items and managementts right to set policy which is a non-
bargainable issue.

PROCEDURES FOR COLLECTIVE BARGAINING

PHYSICAL SETTING AND SCHEDULING

Q:

A

IN WHAT PHYSICAL SETTING SHOULD COLLECTIVE BARGAINING BE
CARRIED OUT?

Bargaining should be carried out in a room located near the
offices of the management negotiators. It must be free from
unnecessary interruptions. This means there should be no
telephone. However, there must be a way to get emergency
messages to negotiators. The room should be large enough to
be airy and comfortable, but not so large that negotiators
feel dwarfed by the surroundings. The following items should
be in the rocom: blackboard, chalk, conference table, a
sufficient number of chairs, coffee, soft drinks, ashtrays.

WHAT OTHER SPACE IS NEEDED TO CARRY OUT COLLECTIVE BARGAINING
BESIDES THE ACTUAL NEGOTIATIONS ROOM?

Caucus rooms for both parties. Each negotiating team will need
a room to discuss proposals and counterproposals privately
during negotiations. If caucus rooms near the negotiations
room are available, the team can have private discussions
without ending that particular bargaining session. The caucus
rooms should have blackboards and chalk as well. These same
rooms may be used during the mediation process, if the
negotiations end in impasse and mediation is necessary. These
caucus rooms are essential for successful mediation.

HOW SHOULD THE NEGOTIATING SESSIONS BE SCHEDULED TO PRODUCE
THE BEST RESULTE?

Begin negotiations with short, relatively infrequent meetings
to give the parties time to consider the propesals that are
exchanged and to prepare counterproposals. As negotiations
progress and the date for agreement nears, negotiating
sessions should be scheduled twice a week. The deadline for
agreement will depend on the deadline for budget submission,
the end of the legislative session, or the expiration date of
the present contract. :

WHY I8 THE NEGOTIATING PROCESS 80 FREQUENTLY MARKED BY
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EXTENDED, CLIMACTIC MEETINGS A8 THE DEADLINE FOR AGREEMENT
APPROACHES8? ARE SUCH LONG, DRAWN OUT SESSIONS PRODUCTIVE?

8uch continuous bargaining is not particularly conducive to
reasoned debate and the drafting of precise contract language,
but it often occurs. The reason for these extended, climactic
meetings at the end of negotiations is found in the nature of
bargaining. Neither party wants to settle at less than the
best position, and by delaying agreement until the last
possible moment, the other side will be forced to make its
best offer. These long sessions are often inevitable and

" should not be perceived as bad faith bargaining. Management

negotiators must be prepared for such sessions as the deadline
for agreement approaches. Management negotiators should use
these sessions as productively as possible. If a maediator
enters the bargaining due to impasse, these sessions will only
be drawn out longer.

AT WHAT TIME OF THE DAY SHOULD NEGOTIATIONS BETWEEN LABOR AND
MANAGEMENT BE SCHEDULED?

Bargaining can be held during working hours or after the
employees have finished their shifts. This scheduling is
negotiable, and it is not considered bad faith bargaining for
management to insist that all negotiations take place in the
evening when the employee representatives are on their own
time. The number of employees invelved in negotiations is
primarily a union matter. The employer, however, can rafuse
to allow an unreasonably large number of employees to remain
on the -clock, collecting regular wages, when they are act;ng
as part of the union negotiating tean.

HOW DO THE UNION AND MANAGEMENT SETTLE ON SUCH QUESTIONS _AB
ECHEDULING NEGOTIATIONS AND LOCATION OF BARGAINING?

A meeting prior to negotiations is often held between the
spokesperson to reach agreement on scheduling, location, and
the number of persons to be on each negotiating team.

INITIATION OF BARGAINING

Q:

A:

WKAT I8 USUALLY DISCUSSED AT THE FIRST NEGOTIATING SESSION?

Three items are commonly covered. The parties agree on a
bargaining format. They discuss the principles of
neqotlatlons, particularly the concept of good faith
bargaining in order to establish a climate for constructive
work. The management negotlators receive the union's proposals
in writing, and the union runs through these proposals,
clarifying any if necessary. It is desirable for management
to fully understand the goals of the union, especially the
relative importance of the various union demands. Management
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can then prepare adequate counterproposals.

ONE OF THE PURPOSES OF THE FIRST NEGOTIATION SBES88ION IS8 TO
SETTLE ON A BARGAINING FORMAT. WHAT I8 A GOOD FORMAT?

To discuss individual proposals and counterproposals either
as separate items or as packages, and to resolve them in one
of three ways:

* Come to a tentative agreement, contingent upon the final
contract package and its ratification by the union
membership, and if necessary, ratification by elected

officials
* Agree to drop the item or package
* Agree to set the issue aside temporarily and to return

to it later in negotiations

IS THE ATTITUDE OF MANAGEMENT DURING THESE INITIAL SESSIONS
PARTICULARLY IMPORTANT?

Yes. Management's attitude at this time can affect the
willingness of the union to compromise and settle as much as
management's actual proposals.

WHAT SHOULD BE THE TOPICS8 OF DISCUSSBION AT THE BSECOND
BARGAINING SESBION?

The agenda at the second session should contain management's
proposals and the union's proposals as rewritten by management
based upon the discussions at the first session. The agenda
should list the proposals in the order they will be discussed.
A safe procedure is to first negotiate those non-economic
items which are less significant to either party, such as the
location and number of union bulletin boards, parking lot
privileges, and so forth. Save the more important non-economic
items such as grievance arbitration and management rights for
later to be considered along with economic issues. Management
and labor should discuss the new management proposals on the
agenda at this second session and management's goals for the
negotiations should be clarified at this time. The contents
of the agenda as proposed by management will have to be
discussed, particularly the order in which proposals are to
be negotiated. The management versions of the union proposals
should be discussed if they have been changed substantially.
After these discussions, the agenda must be agreed upon by
both labor and management. The closing of the agenda at this
time precludes any additions later in negotiations. This does
not mean, however, that new alternatives cannot be offered
during negotiations to resolve a deadlock.
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WEY ARE NON~ECONOMIC PROPOSALS USUALLY DISCUSBED FIRST IN

. NEGOTIATIONS?

They are usually easier to agree on. Early agreement on non=-
‘economic items sets a tone of cooperation for later
negotiations on the tougher money issues. If the parties
cannot agree, these non-economic items can be dropped,
expediting negotiations. These items are more difficult to
settle at the last minute. As the deadline for contract
settlement nears and these are only hours or minutes left
before settlement, it is easier to agree upon the simple
dollars and cents involved in wage increases than to rewrite
complicated contract language necesgssary for non~economic:
items.

I8 IT GENERALLY AGREED THAT NON-ECONOMIC ITEMS SHOULD BE
S8ETTLED FIRST IN NEGOTIATIONS?

No. Many negotiators object to this format on two grounds,
First, they arque that very few issues in negotiations are
really non-economic ones. For instance, seniority systens,
union security arrangements, and grievance arbitration have
no measurable costs but each can substantially affect the
efficiency of a public operation, and each has a real although
indirect cost. Thus, the negotiators argque that these items
must be treated seriously by the negotiating teams. The other
argument against settling non-economic issues first concerns
trading., Many non-economic items can be traded during
negotiations for cost items, and therefore should not be
considered as a separate category. For instance, a strong
management rights clause about overtime assignments and
filling vacancies may be obtained énly in exchange for a
substantial wage increase, particularly if the desired
flexibility was lost in a previous agreement. On the other
side of the table, a union security arrangement, which costs
the employer nothing, is extremely valuable to some unions,
and can be traded for a significant decrease in the union's
wage demand. :

SUBSEQUENT BARGAINING SESSIONS

AFTER THE FIRST TWO NEGOTIATING BESS8IONS, HOW SHOULD
BUBSEQUENT SESSIONS BE ORGANIZED?

All subsequent negotiating sessions should follow the agenda
in the following manner: )

1. Discuss a specific propeosal.
2. Ascertain the areas of agreement and put them in
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writing. Even if the parties only agree on the
principle of the proposal, that agreement should be
formalized by putting it in writing.

3. 8pecify the areas of disagreement and the rationale
of each side.

4. Begin negotiations on each area of disagreement,
continuing until agreement, with specific language
then drafted and initialed, contingent upon the final
contract package. If there is still disagreement,
perhaps the item should be discarded as unnecessary
or impossible to resolve, or set aside for further
discussion later in the negotiations. This should help
avoid impasse early in negotiations and permit
significant agreement to occur fairly rapidly.

AT THE BARGAINING TABLE

BARGAINING POWER

IS THE PURPOSE OF BARGAINING TO ARRIVE AT A "FAIR" LEVEL OF
WAGES AND BENEFITS8 FOR EMPLOYEES?

No. It is a mistake to think of collective bargaining as a
process for arriving at a “fair" level of wages and benefits,
Fairness cannot be defined, and no two reasonable people, much
less the negotiating teams for labor and management, will ever
agree on a "fair" and just wage. The outcome of bargaining
depends wholly upon the bargaining power of the two parties
involved. Bargaining is a process in which each of the two
parties have particular and often contradictory interests.
Each party tries to persuade, cajole, and force the other into
accepting the position most favorable to its interests.
BARGAINING POWER is the ability to secure the other party's
agreement on one's own terms.

ARE LABOR AND MANAGEMENT USUALLY BS8ATISFIED FOLLOWING A
COLLECTIVE BARGAINING AGREEMENT?

The two parties experience mixed feelings following
negotiations. Management thinks it has agreed to wages and
benefits higher than it would pay if the union were not
involved, and higher than necessary to attract and retain
employees. The union thinks that the wage rate is closer to
a just wage than before negotiations began. However, the union
still thinks it did not get everything from management that
its members deserve.

DOES THE PARTY WITH THE GREATER BARGAINING POWER '"WIN" IN
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NEGOTIATIONS8 BETWEEN LABCR AND MANAGEMENT?

“Win'" is not exactly the right term. The bargaining power of
the negotiating team will influence how close the agreement
comes to its maximum gcals. Union and management enter
negotiations with certain goals in mind. These include the
minimum and maximum levels for settlement. For management, the
minimum goal is the estimate of the minimum wage at which
present employees will continue to work and new employees will
be attracted as they are needed. Management's maximum goal is
the maximum wage increase the council will fund.

WHAT FACTORS DETERMINE THE S8TRENGTH OF THE UNION'S8 BARGAINING
POWER? :

The more able employees are to strike, the greater is the

union's bargaining power and the less is management's

bargaining power. Factors affecting the ability of the union
to strike include:

" The time the present contract expires. Teacher strikes
are most effective in the fall; police and sanitation
worker strikes would be more effective during the summer.
Nobody likes to walk a picket line in the winter.

* Local economic conditions. High unemployment decreases
the likelihood of employees saecuring supplemental income
during a strike. It alsoc decreases the likelihood that
ancther member of the household is a wage earner.

* Local employment conditions of the public employees
covered by the contract. Are their benefits equal to-
other 1local public employees? Are their benefits
comparable with local private sector employees and with
public employees in similar jurisdictions?

* "The willingness of the local union membership to strike.

* The severity of the statutory penalties for public
employee strikes.

» The nature and scope of support that state and national
union affiliates give the local union.

WHAT FACTORS DETERMINE THE BTRENGTH OF MANAGEMENT '8 BARGAINING
POWER?

External factors affecting the bargaining power of management
include the environment of the local community, the local
political situation, the organizational and administrative
leadership, and the skill and preparation of negotiators.
Community sentiment has a large effect. If the public vocally
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expresses its opposition to rising taxes and poor quality of
government services, managementt's bargaining power is
increased. If the city is highly unionized and supportive of
the public employee position, management loses bargaining
power. A local government which has reached the ceiling on tax
rates set by state law has a strong justification for limiting
wage increases during bargaining. Bargaining power is greatly
influenced by the degree of unification among the labor
faction and the management faction. A high degree of
unification within the leadership consolidates the support of
their constituencies.

COMMUNICATING FOR EFFECTIVENESS

Q

Az

HOW CAN THE MANAGEMENT NEGOTIATING TEAM BEST COMMUNICATE WITH
UNION NEGOTIATORS AT THE BARGAINING TABLE?

The following suggestions for management are based upon the
comments of professional trainers and negotiators. Their value
in a particular situation depends on the specific
circumstances and persconalities involved. The following
suggestions should be kept in mind during negotiations:

Don't agree to a proposal unless you can live with it in the
agreement and sell it to the elected officials who must ratify
it.

Explain why you are rejecting a proposal. Never flatly refuse
to consider proposals offered by the union.

Ask open-ended questions about the union proposals to maintain
the momentum of negotiations. Questions that can be answered
with a "yes" or a "no" tend to bog down negotiations and stall
constructive bargaining.

Change the topic if no progress is made, or if, given the
priorities of management, there can be no concessions or
progress on a particular issue.

Assume that your proposals will be accepted during your
presentations. An attitude or comment indicating they are
throw-away items will immediately be recognized by a skilled
negotiator on the other side.

I8 TIMING IMPORTANT FOR MANAGEMENT IN MAKING PROPOSALS AT THE
BARGAINING TABLE?

Timing is very important in making a proposal. Making a firm
or final offer early in negotiations may seem reasonable on
its face but it will probably be construed by the union
membership as less than the best that management is really
willing to concede. The union negotiators may also see this
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early offer as just a minimum offer that can be raised through
traditional bargaining tactics. Even worse, the union could
consider an early firm offer as an insult, a rejection of the
collective bargaining process and of the union's legal rights
to participate in setting wages and working conditions. The
most unnecessary crisis in bargaining occurs when the publiec
management negotiator, in a good faith effort to avoid the
conflict and antagonism that often arises in negotiations,
lays all the cards on the table in the second negotiating
session and makes a "“firm, fair, and final offer." Proper
timing, with a consideration for the human and organizational
side of bargaining, can avoid this problem. It is important
to remember that the presentation of proposals, particularly
wage propesals, should always be timed according to the
organizational needs of the union and the personal needs of
the union negotiators.

DOES IT BENEFIT MANAGEMENT TO DELAY ON MAKING A WAGE OFFER?

Yes. Delaying a serious wage offer until late in bargaining,
thereby drawing out negotiations for weeks or months, presents
the union negotiating team with convincing evidence for its
membership that they have been properly represented at the
bargaining table. This delay makes the employer's offer more
acceptable to the union negotiators and the union membership.
A delayed offer is more convincing to the union negotiators.
Elected officials have similar reactions. Extended
negotiations indicate a serious effort has been made by
management negotiators to protect the public interest. Elected
officials may distrust negotiations that are settled without
the customary expenditure of time and energy. Delaying the
offer also protects management from conceding more than is
necessary. By slowly feeling ocut the union as its first
proposals are whittled down to more realistic ones,
concessions more generous than are necessary to reach an
agreement are avoided. During this process, management can
make small adjustments in its initial offer. Finally, by
delaying, management can save its final wage offer as a
sweetener for the time when the negotiations deadline is
drawing near. The wage offer at this time will sweeten a
package that contains otherwise unacceptable provisions, and
make the union much more likely to agree to it.

HOW CAN THE MANAGEMENT NEGOTIATING TEAM CONVINCE THE UNION
NEGOTIATORS AS INDIVIDUALS TO CHANGE THEIR OPINIONS ABOUT A
SETTLEMENT?

If agreement is desired, emphasize the positive. Describe the
proposal as an efficient and logical resolution of the problem
at hand. If disagreement is desired, emphasize the negative.
Describe the proposal in terms of its costs to both sides and
how it will jeopardize the rest of the agreement, Personalize
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the acceptable aspects of the wunion proposal, and
depersonalize the unacceptable aspects. Don't ever
misrepresent the facts, play tricks, or indulge in name-
calling, even in retaliation. Buch tactics constitute bad
faith bargaining and are illegal as well as impractical.

HOW SHOULD THE MANAGEMENT NEGOTIATING TEAM GO ABOUT REJECTING
A UNION PROPOSAL DURING NEGOTIATIONS?

Saying "no" to certain union proposals is inevitable and
should not come as a surprise to the union. Bargaining in good
faith does not mean that management must concede to every
union demand. 8till, no union proposal should ever be rejectead
by management until it has been carefully considered, both in
terms of its unacceptability to management and its importance
to the union. Rashly rejecting a union demand, no matter how
ridiculous that claim appears on its face, will offend the
union negotiators and may force them into a defensive and
immovable position. A history of cooperation, reascned
discussion, and full consideration of union's proposals and
goals will make rejecting a union proposal much more
acceptable. This is because management builds up its
eredibility through cooperation and loses its credibility
through misrepresenting its interests or bluffing. If it has
gained a history of misrepresentation, management may appear
to be bluffing when it is honestly taking a firm position.

WHAT IS THE MOST IMPORTANT RULE MANAGEMENT SHOULD FOLLOW IN
REJECTING A UNION DEMAND?

Never say "never" to a union proposal unless you are rejecting
an illegal item of bargaining. The relationship between labor
and management evolves and changes. As the parties grow to
trust and respect each other, what was inconceivable in one
contract becomes a reasonable problem to be resclived in the
next. Take supplemental unemployment benefits (8UB plans) as
an example. When these benefits were first proposed by unions,
most managers laughed at the proposition. Now many contracts
provide for such benefits. This illustrates why every union
proposal should be considered a legitimate interest of the
union. Every union proposal should therefore be treated
courteously, even if management plans to firmly reject it.

RECOGNIZING THE INEVITABLE: CONFLICT

AMERICAN LABOR RELATIONS ATTEMPTS TO CHANNEL CONFLICT BETWEEN
LABOR AND MANAGEMENT IN THE MOST PRODUCTIVE DIRECTION
POSSYBLE. WHAT I8 THE SOURCE OF THI8 SEEMINGLY INEVITABLE
CONFLICT?

There is a basic conflict of interest between union and
management. The needs and desires of the union and the needs
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and desires of management are often irreconcilable. The
statements of one party can be misinterpreted by the other,
because the points of view of management and labor are so
different. Another cause of conflict in negotiations is the
show of bad temper by union members who decide they can let
off steam at the bargaining table without jeocpardizing their
jobs. Personal animosity against management for real or
imagined wrongs is often voiced at the bargaining table.

HOW BHOULD MANAGEMENT REACT IF ONE OF THE UNION NEGOTIATORS
USES THE BARGAINING BESSION TO LET OFF S8TEAM?

Every labor union trainer will instruct local union leaders
never to lose their tempers during negotiations. Nonetheless,
it occurs. Management should bear with such outbursts if
possible. It is up to the members of the union team to control
each other. If such disruptions begin to bog down
negotiations, management should address the problem firmly,
but tactfully, emphasizing that "the goal is to reach an
agreement. Let's get back to the issues.n

WHY DO UNION NEGOTIATING TEAMS SOMETIMES MAKE WPIE IN THE SKY"
DEMANDS DURING COLLECTIVE BARGAINING?

S8uch demands are so inflated that inexperienced management
negotiators find them ridiculous and often tell the union team
sc. This is a mistake. Each union demand should be considered
a legitimate interest of employees. Such inflated union
demands are presented for several reasons. They give the union
room to make trade-offs with management during negotiations.
They meet the demands of the various factions within the
union. By merely presenting the demand from a special interest
group within the union, unity can be maintained among the
employee ranks, even if the demand is given 1little
consideration thereafter. Inflated demands at the beginning
set the stage for more serious talks on that topic in future
contract negotiations. For instance, the union may propose a
fundamental change in employee benefits, such as supplemental
unemployment benefit plans (8S8UB plans) or guaranteed annual
income plans, year after year with the hope that eventually
the plan will sound less radical and be seriously considered
by management during negotiations. Finally, inflated demands
ensure that the union will not settle for less than the best
pessible deal. This is probably the most important reason for
the union to make initial *pie in the sky" proposals. Never
‘knowing in advance at what point the employer will settle, the
union starts high and slowly comes down, hoping to reach
agreement at the highest possible point, which is the
employer's maximum possible offer and therefore management's
least desirable position.
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IMPASSES

Q:

A:

WHAT ARE THE MAJOR REASONS FOR A BREARKDOWN IN NEGOTIATIONS?

A major reason is the inexperience of the parties who lack the
patience and practical know-how to keep the negotiations on
a constructive path. Premature final offers, lack of
preparation, personality conflicts, and other problems all
contribute to a breakdown, with neither party willing to make
any move on the remaining issues.

HOW ARE IMPASSES 1IN PUBLIC BECTOR COLLECTIVE BARGAINING
REBOLVED?

Mediation, fact-finding, and interest arbitration are the most
common procedures used to resolve an impasse. Public sector
labor laws provide for procedures to help resolve impasses and
get the parties back to the bargaining table.

WHAT I8 MEDIATION?

Mediation is a method of resolving an impasse in collective
bargaining. A neutral third party, usually appointed by the
state administrative agency for public sector collective
bargaining, is brought in to re-establish communication
between the parties and encourage them to settle the dispute
by themselves. A mediator does not hold formal hearings, keep
transcripts, or render an opinion about the issues in dispute.
Although the amount of intervention is minimal, mediation has
been the most effective way to resolve public sector labor
disputes.

WHAT IS FACT-FINDING?

Fact-finding is a method used to resolve an impasse in
collective bargaining negotiations. A neutral third party,
called a fact-finder, is appointed by the state administrative
agency or mutually selected by the parties. The fact-finder
helds formal hearings, takes evidence, and renders an opinion
to the parties in dispute. The fact-finder's opinion contains
recommendations to the parties on what the settlement ought
to be, but these recommendations are not binding on the
parties. The fact-finder's report, including the
recommendations, us usually made public after the parties have
seen it. The purpose of fact-finding is to help labor and
management see the facts in a more objective light and to
bring pressure on the parties to settle voluntarily.

WHAT IS INTEREST ARBITRATION?

Interest arbitration is similar to fact-finding, another
impasse procedure, in its formality. A neutral third party,
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called an arbitrator, is appointed by the state administrative
agency for public sector labor relations or selected by mutual
agreement of the parties. The arbitrator holds a hearing,
gathers testimony and evidence, and makes a decision. The
decision of the arbitrator is binding on labor and management
and becomes a part of the written agreement.

DO NEGOTIATIONS S8TOP WHILE AN IMPASSE PROCEDURE, 8UCH A8 FACT=-
FINDING OR MEDIATICN, I8 BEING USED?

Absolutely not. Impasse procedures, whatever they are called
and whatever their differences, are part of the collective
bargaining process. During mediation the parties continue to
bargain with each other, with the neutral third party acting
as a go-between, an interpreter, and a counselor. In fact-
finding, the parties doc most of their bargaining by appealing
to the fact-finder. Actually, however, their presentations
also affect the position of the other party. Fact-finding is
intended to promote voluntary settlement in two ways. First
of all, as the parties prepare their arguments for the fact-
finder's hearing, they are forced to determine their real
priorities and to drop proposals which are less important or
which cannot be defended convincingly. Second, the uncertainty
about what the fact~finder will recommend often spurs the
parties to make a voluntary agreement because they prefer the
predictability of their own compromise to the risk of having
an outside party make recommendations on a compromise for
them. A fact-finder who sees before or during the fact-finding
hearing that a mediated settlement is possible will often try
to bring the parties into agreement through persuasion and
other techniques of mediation. Finally, the issuing of the
fact-finding report becomes the basis for further negotiations
and eventual settlement. Interest arbitration, because its
recommendations are binding on the parties presents even more
risk to the parties that they will be bound to an unacceptable
contract, and therefore, more pressure is exerted upon them
to settle voluntarily. ’
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FIRE PROTECTION SERVICE

Fire protection encompasses the prevention and suppression of
fires so as to limit the harm to persons and property.

In most jurisdictions, a public fire department has prime
responsibility for fire protection, though other organizational
arrangements are possible, such as contracts with private

firms or nearby governments. The suggested effectiveness
measures are oriented to the function of fire protection and
apply to all types of organizational arrangements.

Other government agencies than the fire service play a role in
fire protection. For eximple, the Water Department provides
water for fire-fighting,* and schools provide some fire preven-
tion education. Measures of overall performance, such as fire
incidence rates, casualties, and property loss, reflect the
contribution of all government agencies, not solely the fire
service,

All of the measures suggested should be analyzed in light of
city characteristics that influence fire protection. These

include climate, amount and types of industry, private fire

defenses, socio-economic characteristics of the population,
and types of buildings.

In identifying measures that can be related to specific fire
protection programs and policies, it is useful to separate the
elements of fire protection, starting with functions such

as prevention and suppression and going on to "lower" functions,
such as inspection, investigation and rescue. Measures of

the latter functions are likely to be of principal interest to
fire service management.

To illustrate the distinction, the number of casualties and
the amount of dollar property loss reflect the combined
effectiveness of prevention and suppression. The fire
incidence rate reflects overall prevention effectiveness;

and the fire incidence rate for inspected properties compared
to the rate for similar non-inspected properties (or the time
since last inspection among buildings experiencing fires, if
all occupancies in a particular class are inspected) reflects
fire inspection effectiveness.

As in crime control, however, it is very difficult to estimate
how many '"events'" (in this case, fires) were prevented, or

what impact government actions had, especially as part of a
regular measurement process. Also, the degree of underreporting
of fires, expecially small fires, may affect the interpretation
of fire incidence rates, though the problem is probably much
less significant than for crime rates.

lMeasures of water supply effectiveness in providing water for
fires are included in the section on Water Supply.



As for measuring effectiveness of fire suppression, the tradi-
tional use of dollar damage loss has many well-known problems,
both in data collection and in determining how much of the ‘
loss reflects the effectiveness of the fire service, since some
loss is inevitable before the fire is discovered and reported,
We therefore have subdivided suppression into components such
as responsiveness, rescue, and fire fighting (extinguishment),
and measures of effectiveness are provided for each. For
example, for measures of fire fighting effectiveness, we

have proposed using the spread of fire damage after arrival

of the first unit, and the time to extinguishment (or control),
rather than using dollar damage alone. These measures have
their own data collection problems, but the three together
should provide a more accurate perspective than any single one.

Although casualty data reflects.rescue effectiveness to some
extent, it does not adequately reflect the positive side of
rescue--those "saved" or secured from further injury, nor the
quality of the first aid and other emergency medical service
administered at the fire scene.

Though the fire insurance rating for the jurisdiction is
important, it is not considered a measure of effectiveness for
the purpose here and is not included. If it appeared more
closely related to fire prevention or control effectiveness,
it could be included. '

Fire Departments often provide services other than fire
protection, such as non-fire emergency rescue or medical care,
and water pumping after floods. These are not treated here,
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A receni number one best seller Is
the book Megalrends by John
Naisbill and published by Warner
Books, Inc. Based on Mr. Naisbill's re-
search, he has idenlified ten new di-
reclicns transtorming our lives,

The author makes the point that
“Trends, like horses, are easier to ride
in the direction they are already
going.” He turther stales, "We must
learn from the luture in precisely the
ways we have learned from the pasl.”
, Each of lhese ten lrends represenls
a great opportunity for the company
and the individual who chooses 1o
manage the frend to advantage. 1t-is
the purpose of this article to describe
each ol these trends and to suggest
specific aclions which might be laken
to manage them lo advantage.

Trend One
From An Industrial Society
to An Information Society

This trend is eltecting thousands ol
individuals and the type ol work they
will do in the fulure. The fulure is not
bright for those who do not adjust
from the reduced need for manuatl
skills to a grealer need for menlal
skills.

We are entering inlo the age of sys-
temns. The mosl basic system 1o be
mastered in order {o cope with the
intormation sociely is lo apply our
thinking capacily. The most important
skill to masler is the diagnoslic skill
which rapidly idenlifies. gathers, or-
ganizes, analyzes. synthesizes and
presents the minimum amount of in-
formation lo make sound decisions
and lo implement the decisions made
in ihe most cost eltective manner.

A syslemalic way for handling infor-
mation effectively and efticiently is a
must for organizations and individu- -
als if they are 1o be successtul in the
informalion society. The time to eslab-
lish a management information, deci-
sion support system is now!

The opporiunity is enormous for an
organization or individual who can
provide a sound information handl-
ing syslem. For example, based on a
study made by Booz-Allen & Hamil-
ton, a consulling firm, $30 billlon dol-
lars in dala processing (DP) funds
wenl lo support 5450 billion in mana-
gerial/prolessional activilies, whereas
$50 billion in DP tunds went 1o supporl
$150 billion in clerical activilies.

Trend Two
From Forced Technology
to High Tech/High Touch

In the past the manulacturing
technology was focused on economy
of scale which ceniralized technology
and forced people to locale where lhe
work was localed.

Based on the power of the personal
compuler, combined with the ad-
vances in communicalion., much fu-
lure work can be deceniralized even
to the poinl of working out of a per-
son’s home. This freedom of location,
combined with llexible working sched-
ules, will provide many advantages
to organizations and individuals. The
ability o decentralize work assumes
ihal ihe work is defined and standards
of performance have been establishéd.
Unfortunalely many jobs are nol
clearly defined and measurable stan-
dards are the exception rather than
the rule.

In addition there is oflen a severe
gap between the person and the
computer. The flow has been trom lhe
compuler {o soitware designed lo
work with the compuler. which in turn
impacts on a human mind which lre-
quenily does not have a systemalic
way of organizing Information The
resull is confusion and tear 1115 of vilal
importance to reverse lhe llow The
first step stards wilh the manual. sys-
tematic application of the human be-
ing’s mind so that inlormation 15 or-
ganized in accordance with the
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mind’s nalural thinking., diagnostic,
decision-making process. The soil-
ware would be based on the mind's
process and this model would be the
basis tor the compuler's acling in sup-
port of the person instead of vice
versa. This approach would bridge
the gap between high tech (compu-
ler) and high louch (human). It will
go beyond being user iriendly lo
being one of user created and user
deminated which is as it should be.
Prolessional Management [nstitute®
in Tulsa, Oklahoma, is presently de-
veloping a soltware produc! under
the trade name of IMPAC™ which
stands for Integraled Management
Planning And Control. This seftware is
based on the Planagemen!™ syslem
which in lurn is organized according
1o the mind's lhinkmg process. The fol-

%2

, iy e ?&ﬂ
" The few Jmportant actiona

An orgamizaticn or individual
that does not plan and manags
- S the tuture,

: may aot have one, . .. .

PROCESS OF:,
‘t&?common;_l;f
RASENSE

e
DECISION

lowing concept illustrates how this
model works:

John Naiskilt makes the imporiant
point that technology and our human
polential are the two greal chal-
lenges and adventures lacing hu-
mankind loday. He turther siates, "We
must learn to balance the material
wonders of lechnology with the spirit-
uat demands of our humean nature.”
For organizafions this means the crea-
tion of a management system that ba-
lances the freedom of the individual
with the discipline of organized direc-
lion. The key to being able 1o do this is
to have a common sense dominated
planning process which can be used
by individuals and teams of individu-
als in managing their ;obs and or-
ganizations.
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Trend Three
From A National Economy
to a World Economy

Il is increasingly apparent that we
are living in a world of inlerdepen-
dent communilies. Because of obso-
lete managemen! practices. the Un-
ited States is losing its share ol the
global market.

There is a irend toward more bar-
tering of goods and services instead

ot using unny money with constanily
changing vaiue. The concepl of ex-
changing a bushel of wheat tor a bar-
rel of oil has a lot of merit and could
be of great advanlags to the United
Slates.

The author of Megatrends makes

an importan! point as he notes busi-
ness is replacing politics as the world's
gossip. He lurher slates that 1o be re-
ally successiul you will have lo be
trilingual, je. tluent in English,
Spanish. and computer.

The benetils of lhis trend are broad
in their perspective. not the teast of

which is the poiential tor world peace
through world trade. 1t is increasingly
likely thal leadership will belong 1o
those organizations that develop
global models for communicalions.
intormalion handling, servicing and
supplying in the industries offering the
greatest profil and growih potenliat.

Trend Four
From Short Term to
Long Term

American  managers are often
forced to lake a shor-erm view be-
cause their compensation and repula-
tions depend on doing better than last
month, or lasi year. This short-lerm
thinking Is frequently damaging to a
firm’s future.

When asked how lhey detine growth,
most managers respond with a focus
on the bollom-line increase of more .
profits, more sales. and a higher re-
turn on investmenl. Tragically alt’
three of these bollom-line increases
can be accomplished by selling assets
uniil the organization grows right out
of business. This is what is happening
lo many companies whose long-term
lutures have been sacrificed in order
1o look good in the short run,

A sound definilion of growth is to
increase the assets employed ( growth)
while increasing lhe return on those
assets (profil). This asset managemeni
tocus which balances profil with
growth generales a conlinuing gain
from the activity delined as profitabil-
ity.

In keeping with this trend from short
term to long term, the sirategic plan-
ning capability wilt need to be
sirengthened. The slrategic plans
should be communicated as parl of
the annual report lo slockholders so
thal long-term profitability is com-
municated and emphasized as op-
posed 1o short-lerm measures.

Perhaps the value of stock should
be shifted trom net protit atier lax lo a
lactor based on sales. market share,
and nel profit belore distribution.
There is somelhing terribly wrong with
a society thal olten forces decisions lo |
be made which minimizes laxes in-
stead maximizing revenues and
growih.

i0



Both organizations and individuals
musl begin rethinking their present
sifualion and makse this rethinking a
constanl long-term process. It is im-
perative to develop a grand design
supported with a system thal consis-
tently manages inconsistent situations
in a way that produces constant gain.
Stralegic planning is worthless unless
there is tirst a siralegic viston.

Establishment of a sound plan for
planning, a long-range forecasling
system, and a methed of anlicipating
and managing change to advantage
will not only determine who is to win
and who is to lose but in all probabil-
ity will be the basis for long-lerm exis-
tence.

mated linkage support lhrough ithe
use of a personal compuler. In addi-
tion to plan linkage, IMPAC™ will
program each job plan inlo the com-
puter so it may easily be updated and
kepl curreni, including integraling
forecasts, spread sheets for “what iis”
and general ledger for the budget
and other financials.

In the iuture more individuals will
need {o run their job as a business with
the view. knowledge and skills of a
proiesstonal generdl manager of d
profilability center. This approach
and systems in support wili contribute
to higher periormance, greater pro-
duclivity and increased work satisiac-
tion.

Trend Five
From Centralization to
Decentralization

Trend Six
From Institutional Help
to Self Help

. This irend was fouched on earlier in
'Trend Two, irom forced technology 1o
" high tech/high touch. At {irst these len
trends may seem separate and dis-
tincl; however, in this wrilers view. they
are ali interlinked and leed each
olher and teed on each other. This is
an importan! point because the inler-
linking of the trends should be incor-
porated in the systemn designed for
managing megairends to advaniage.
One of the biggest problems facing
organizations and individuals is that
systems of all types are ragmented
and frequenily in conilict. If an or-
ganization is going to decentralize, it
is necessary lo first integrale these
fragmented systems inlo one basic
professional mandgement  system
which can be used by all.
in addition, instead of considering
an organizalion as a cluster of jobs.
the new view needs o be one thal
organizalions are interacling minds
.. focused on individual and collective
;. profitability cenlers. It is essential lo

~# gstablish a common formal for or-

*-* ganizing informalion based on the
universal common sense process of
the human mind. Linkage of these de-
centralized profitability cenlers is
through the Coordination and Excep-
lion reports ds described in past arti-
cles in the Bridging the Gap serles.
The IMPAC™ software provides aulo-

The Dulch have a greal saying—"1
everyone would sweep their own
front porch the whole cily would be
clean.”

This trend loward more individual
responsibility instead of depending
on the government or the company
can be very healthy if people ledarn
how {o think for themselves. Unforiu-
nately our education systemn is failing
to accomplish s most important ob-
jeclive. As consequence over %0% of
the population has o have their work
planned for them and require super-
vision to gel their work done. This must
be changed now or the vast majority
of the population will rapidly become
obsolele as a consequence of this
trend.

The common skill shared by lhe top
periorming 2% in any field is the abil-
ity lo independently plan their work
and work their plan without supervi-
sion. This elile group must be ex-
panded and become a majority in
the population il the Uniied Stales is 1o
remain as a global leader.

The good news is that any person
with a healthy mind is blessed with
the natural process of thinking. This is
the same process tor developing and
implementing plans. The problem is
that our mind did nol come with a
book of instructions on how to use il.
The Planagement® syslem. which is

the basis of many of these Bridging
the Gap arlicles, provides a slep-by-
slep thinking. planning, diagnostic, in-
formation handling, decision making
process for working smarler and inde-
pendently. It is inferesting to nole that
many of PMI's licensed Planagers®
are enirepreneurs and presidents.

In 1950 there were 93,000 new busi-
nesses established. In 1983 the an-
nuatlized rate of new businesses has
incredased 1o 600.000. Of the 11,000,000
businesses in America, 10,800,000 are
small businesses. We are shifting from
a managerial sociely to an enire-
preneuriat sociely and lhis is good
news for ail. The macroeconomics of
{he industrial-weliare state is yielding
o the microeconomics of the informa-
iton seli-help socisty. The pace in the
tulure will be much fasler just as surely
as there s a diilerence in speed be-
tween a dog running atler its dinner
and a rabbit running for iis life.

In order 1o balance the benetits of
organization strength with the speed
of the enirepreneur, it is a good idea
to establish a tutures or growth divi-
sion. This division would provide free-
dom to enirepreneurs oulside lhe or-
ganization’s normat hierarchical poli-
cles and procedures. In addilion the
enlreprensur would have an equity
position—perhaps and hopeiully with
conirol—and at the same lime would
have the needed resources from the
organization so the concepi could be
moved into reality in the mosl cosl ef-
fective manner.

Trend Seven
From Represeniative
Democracy to Participative
Democracy

As a rellection of this trend one of
the tastes! growing managemement
approaches is Qualily Circles and the
building of managemenl teams at ali
levels in the crganizalion.

Research and experience have
shown thal ninefy perceni of the ideas
for operalions improvemeni, growth
and increased profils flow up, not
down. The participative approach
stimulales and facititates this upward
flow.

The new organizalion siructures
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which are emerging fhat are suppor-
tive to this trend toward participative
democracy may be lllustrated s fol-
lows:

Worker
Suparvisor
Mifd Mgt.
Sr. Mgt
Top Mgt.

Qualily
Circles

Management
Team -

Chairmans or
Presidents Office

Supportive
Organization
Slructure

Itis cormmmon sense to recognize thai
people whose lives are aftected by a
decision mus! be par of the process of
arriving at that decision if the decision
is to be fully understood and sup-

poried. The new leader will be a.

facilitator. not an order giver.

Trend Eight
From Hierarchies to
Networking

An excellent detinition of organiza-
fion is “Interacting Minds.” Simply
staled, networks are peopie lalking to
each other. sharing ideas, informa-
tion. and resources. The importani
part is not the network, the finished
product, but the process of gelting
there—the communications that
creale the linkages between people
and clusters ol pecple. Networks exist
to fosler self-help, lo exchange infor-

- mation. 1o change society, to improve

produclivity and work life, and io
share resources. In the network envi-
ronment, rewards come by empower-
ing others, not by climbing over them.
As Naisbilt says, "The old boy network
is elitisl, the new network is egalila-
rian.”

Within the nebwork siruclure, infor-
mation is the great equallzer—how
effeclively il is used makes the differ-
ence. The {uture organization which
is based on networking might be illus-
trated as tollows:

-Formal Reporling

o,
LaRLS
- ~.,

Entrepreneurial
Cenler

Trénd Nine
From North to South

The populalion center Is moving
from ithe snow belt to the sun belt.
Quatity of life is becoming more of a
driving force than quantity of lite.

What difterence does more money
make if you are unhappy in the area
You are spending your life? As paople
focus more on improving their quality
of lile the smarl organizations are
localing in the geographic centers
where the best people prefer lo live.

Since the hurnan assel conlrols all
other assels, the organization that ai-
Iracls the smariest inleracting minds
will probably do the best and astab-
lish a leadership position. As lhe qu-
thor of Megalrends remarks. "“For
economic growih give me Texas, Cal-
itornia, and Florida and you can have
the other 47 states.”

Trend Ten
From Either/Or to
Multiple Options

Cne of top managemeni's most im-
portant responsibility and biggest
challenges is to keep opporunilies

- ahead of growing resources, particu-

larly the human resource. In order to
do this it is imperative that manage-
ment remove its focus {rom problems
and {ranster to opporiunities.

The management system that is in
sync wilh megatrends will identity op-
poriunities in rank order of their prac-
tical potential and will judiciousty al-
locate and reallocate resources in ac-
cordance wilh prioritized opportunilies.

An organization which establishes
anorganized corporate developrment/
growth tunction will produce mullipie

~

opporiunilies from which {o choose.
This ability is the key to growlh and
the key lo altracting and retaining the
besl people. These people are drawn
to the organizations which provide
the best Iuture growth opportunities.
Development of opportunilies must be
tormally managed il an organization
is to establish a ieadership position in
tomorrow’s world of mulliple options.

These ten megalrends may be
viewed as dangerous problems or as
unlimited opportunities. The - tradi-
tional mindsel will probably ignore
or resis! these changes while the pro-
gressive mindset will welcome these
megairends as vehicies for crealing a
more abundant tulure.

The author of Megairends con-
cludes that, “"We are living in the lime
ot thé Parenthesis, the lime between
eras.” He observes, "As we move from
an industrial lo an information society,
we will use our brainpower to create
instead of our physical power. and the
lechnology of the day will extend and
enhance our menial ability. Althoug}’
the time between eras is uncerlain, i
is a-great and yeasty lime. filled wilh
cpportunity. If we can learn o make
uncertainity our firiend, we can
achieve much more than in stable
eras. .
“In stable eras. everything has a
name and everylhing knows ils place,
and we can leverage very liltle.

"But in the lime of the Parenlhesis
we have exiraordinary leverage and
influence—individually, professionally,
and institutionailly—if we can only get
a clear sense, a clear conception. a
clear vision. ol lhe road chead.

"My God. whal a lantastic time to
be alive!”

Copyrighl 1984 ®
Professional Management instilute and
Planagement, Inc.
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THE ANATOMY OF A STRIKE

By: Matthew A. Allen, Mayor (
Peter D. Bulens, City Attorney
Ralph L. Jaeck, Assistant City Manager

The following remarks are made to assist local governments in planning
and coping with employee labor actions. It is hoped from these
remarks that public agencies will be better able and encouraged to
deal firmly with labor relations problems, particularly when public
safety is threatened by a labor group.

Background

The City of Mountain View is an urban city of approximately 60,000
persons in the northern end of Santa Clara County with 60 percent

living in multiple-family dwellings. It is characterized by being

a part of the Silicon Valley, with approximately 125,000 persons

coming in to work in the daytime hours primarily in the electronics/
computer industry. The City has four fire stations, including a

large Headquarters station and provides basic fire protection services
with 68 personnel, 57 of which being represented by the International
Association of Firefighters, Local 1965. The. Fire budget is approximately
$2.4 million annually, not including paramedic services, which are
provided by the County. The department has gained a national reputation
for fire prevention with very strong Fire Codes and master planning
concepts.

Labor relations with the Firefighters' Union have evolved over a (
period of years, the Union first beihg formally recognized im 1970. ‘
In the mid-1970's, the Union started to endorse and work on campaigns
of City Council candidates. Though some were elected to office,

i1t did not result in the Firefighter's expectations for salary and
benefit adjustments. In the late 1970's, the Union put on a sustained
drive to obtain the 2 percent at 50 retirement benefit for its
membership. Being unsuccessful at the bargaining table in 1978, the
Union went into an eight-week slowdown, refusing to perform anything
other than emergency services. This led to pay docking and other
disciplinary actions by the City. The 1978 slowdown was followed

by a firefighter initiative drive which was sent to the electorate

in the spring of 1979 calling for binding arbitration. The Union

was successful in obtaining signatures by convincing the public that
arbitration would outlaw strikes, ignoring the fact that Firefighter
strikes already were illegal. After a very active campaign, the
arbitration measure was defeated by an approximately 2 to 1 vote.

In 1979, the Union signed a one-year agreement which expired in June
1980. All of these unsuccessful efforts by the Firefighters resulted
in considerable frustration, since they were neither successful with
the community in the political process nor with the City at the
bargaining table. Again in June 1980, retirement became an issue

and the Union president was quoted as saying, '"We won't make the

same mistakes we made in 1978 ."



How It Occurred

In Santa Clara County, of the public agencies employing firefighters ="
only two out of over a dozen do not provide the 2 percent at 50
retirement program. For the last several years, this has been a
rallying cry for both Fire and Police Unions as they feel the City
has refused to pay the standard paid other agencies. The City's
position has been that the 2 percent at 50 retirement system is
expensive, inflationary, and greatly exceeds what is available to

the residents of its community and their places of employment.

A major concern also has been that it is very difficult to forecast
the future costs of improvements in retirement, and once given, in
periods of high inflation, the City might have a very difficult

time funding them. The City has offered alternatives but has stood
strong against the 2 percent at 50 program. In the spring of 1980,
both Police and Fire Unions elected more militant members to their
leadership and their negotiating committees. Early in negotiations,
they formed '"the defiance alliance' to obtain large salary increases
and particularly the 2 percent at 50 retirement benefit, Negotiations
began in April and reached impasse over retirement with both groups
in mid-June. Thereafter, both groups started informational picketing
at City Hall and active press campaigns with appeals to the public

to obtain their retirement program. Mediation was begun with both
groups through the State Mediation and Conciliation Service. This
went on for several weeks, and in the midst of a July 18 mediation
session, the Firefighters' Union walked out on strike without giving
any notice to the City, the mediator or the Police Union.

Chronology

The strike encompassed a period of 39 days, the second longest
Firefighters' strike in the State. At noon on Friday, July 18,

all but 2 of the 57 represented personnel walked off the job. TFor
the first 48 hours, the City provided fire protection with management
personnel and personnel from other departments, particularly Public
Works, at the Headquarters station. It soon became evident that
staffing with volunteer personnel was not going to be adequate due

to a lack of training and their difficulty in coping with extreme
unpleasantries and threats by some striking Firefighters. There
were not enough management personnel to man the fire equipment on

a 24-hour a day basis due in part to the fact that all the supervisors
(Fire Captains) were in the bargaining unit. The City then decided
to hire replacement personnel in order to provide fire protection.

On July 20, the City began to bring in replacement personnel in the
form of temporary firefighters from Southern California. These
Firefighters were trained and experienced, and many were actually

on leave from their regular firefighters' jobs. In addition, a
public information specialist was obtained to assist the City in
communicating its story to the media,

At the same time, the strike was complicated by a 2-day sick-in

of represented Police personnel. During the evenings of these two
days, the Police Department was manned primarily by management and
probationary personnel. On Monday, July 21, the City went to court
and obtained a temporary restraining order banning picketing on the
basis that a strike by Firefighters violated the State Government
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Code and was illegal. Several weeks later this was replaced by a
preliminary injunction limiting picketing, Talks continued with the
Police Association but it was not until late July that the City met
with the Firefighters' Union. '

g,.

In early August, the City settled with the Police Association on

an 18-month contract providing some improvements in retirement, but
not the 2 percent at 50 retirement program,. Having resolved one-

half of the labor problem, all efforts then turned to the strike.

The City spent the first half of August attempting to negotiate an
agreement with the Firefighters but continued to be frustrated by
their high expectations Jf a victory through strike. On August 17,
the City negotiating team presented its final offer to the Union in
the form of a proposed two-year agreement. The union refused the
agreement since it did not contain complete amnesty for the local

and the International Union. The City Council then took unilateral
action by adopting the two-year contract. This action did not grant
total amnesty to striking personnel and the Union. The City Council
felt very strongly that amnesty was inappropriate, The Union's
request for immunity from damages, as well as its demand that the

City make a deal with the District Attorney to dismiss criminal
charges against Firefighters already filed as a result of the strike,
was an improper action and therefore one which the City did not

want to take. The Council did, however, adopt a nondiscrimination
policy to proteect strikers.and nonstrikers from punitive actions.
Concurrently, on August 18, the City was sued by ''taxpayers' supported
by the Union to prevent the City from spending money to hire temporary
firefighters. This action was later dismissed by the Courts, L
reaffirming the City's ability to manage the strike situation:

The City Council then set August 20 as the deadline for Firefighters
to return to work. If they did not, the City staff was instructed
to permanently replace them. On August 20, two employees did return
to work, the rest refusing and demanding total amnesty for the Union
and the International. On August 21, the City initiated the hiring
of permanent replacement personnel from our existing eligible list,
hiring two on the 22nd and one on the 23rd. Over the weekend of
August 22 through 25, there were numerous attempts by the Union and
the State mediator to set up meetings and resolve the amnesty issue
in the Union's favor. There were also calls from the Governor's
Office. to individual Councilmembers attempting to put pressure on
the Council, as it was apparent that the International Union was
putting pressure on the Governor's Office. None of these efforts
altered the situation. The City negotiating team spent the entire
day of August 25 attempting to resolve workable language in an
agreement to provide some of the Unions's desires for amnesty but
without giving up the City's right to damages for the strike,

At the regular meeting of the City Council on the evening of August 25,
the Firefighters turned out in force accompanied by their wives and
children, many of them making emotional appeals to the Council to
settle the strike in their favor. The Council responded by each
member making an individual statement on their views of the strike, (
negotiations and the Council's role. Without exception, each E
Councilmember indicated a desire for the strikers to immediately
return to work, but that they had gone as far as they were willing

to go through the offer of a fair package. The president of the
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Union in a second and dramatic address to the Council, indicated

he was calling a Union meeting and recommending to the Firefighters
that they return to work. He added that Union members were not giving
up, but were beginning a new kind of fight, "We will continue to
struggle...from inside the firehouses.' Later that evening, word
came back that the Union had voted to return to work. The Council
then decided to take all striking personnel back under the terms

of the unilateral package. On August 27, the striking Fire personnel
returned to work without a contract under the terms of the City
Council. However, on August 28, the Union sued the City over alleged
violations of the Myers-Milias-Brown Act and the Brown Act relative
to the City's unilateral adoption of wages and benefits,

In mid-October, a Superior Court Judge, in an apparent attempt to
resolve the suit by giving something to both sides, decided in the
City's favor on the Brown Act and in the Union's favor on the Myers-
Milias-Brown Act., He therefore ordered the City to meet and confer
with the Union and set aside the resolution which had enacted the
unilateral increases. The City complied fully with the judge's
orders, rolling back salary and fringe benefit increases that had
been unilaterally granted, as well as attempting to negotiate an
agreement with the Union. This rollback of wages and benefits, a
natural consequence of the Union's 'successful" lawsuit, was bitterly
resented by the Union, and in retrospect it is difficult to see that
the Union won anything at all. The petiod of late October through
early December involved negotiations with the Union in which they
attempted to gain full amnesty for the International and Local--

the only apparent basis for their suit., They have been unsuccessful
in doing this, and at this time negotiations are still unresolved,
with the Union unhappily working under 1979 salary and benefit levels,

Planning for a Strike

There are a number of things that may be done to prepare for labor
action. This City has found that there are two major areas in which
an agency can lose a strike: one is the inability to provide main-
tenance of services, particularly public safety services, and the
second is public information and the failure to communicate the
agency's positions on the issues to the public, thus gaining its
support. Most of our efforts on contingency planning were directed
in these two areas.

You will find that public information is both a difficult and extremely
important area. The City, throughout negotiations, had always attempted
to negotiate in private on the assumption that issues are more easily
resolved at the private bargaining table than in the press. When
impasse was reached, the Unions immediately went public, thus forcing
the City to make some statements to the press. Staff and Council
responded, and continued an active information program until the strike,
Based on advice from other agencies that had been involved in strikes,
the City hired a public information specialist on the third day of

the strike. This specialist was not only skilled in public agency
information but also in the nature of a labor dispute and the problems
involved in it. His responsibility was to control rumors, aggressively
communicate the City's position to the press and media, to handle

calls from the public, to answer letters on behalf of the Council,

and, very importantly, to free management and Fire management staff

to handle the logistics of coping with the strike, while not having
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to deal with the press., Often, City staff can be stretched much i
too thin by trying to cope with both fronts. One of the most importar
responsibilities of the public information specialist, especially

in the early days of the strike, was to explain the retirement issue

and its costs so that there would be some understanding and support

from the public, to assure the public that fire protection services

were available and that they were not in any danger should there

be an emergency. It should be noted, however, that a public information
specialist may not understand all the peculiarities of the community.
There is, therefore, a need for control of the specialist, and his
regular press briefing. In this way, the specialist will be dissem-
inating correct information and is kept abreast of those matters which
are necessary for him to know. :

The second major effort by the Council was the development of a letter,
signed by all of the Councilmembers, which explained the issues in

the dispute and which was mailed to every residence in the City

of Mountain View early in the strike. This helped to communicate

the City's position and turned out to be an effective tool in eliciting
public support and understanding of the City.Council's stand. A

copy of this letter is attached to this report,

Oddly enough, the area of maintenance of services was a relatively
easy one as the options narrowed quickly. The City had included in

its contingency planning the following methods of maintaining services:
(1) use of management and volunteer personnel (earlier explained

as unworkable), (2) use of mutual aid, (3) use of State Forestry, )
(4) hiring temporaries. The Office of Emergency Services at the State{
level indicated early in the strike that the Forestry Service would :
not respond unless there were several incidences of severe fire losses.
This was unacceptable, virtually saying the barn door would be closed
after the horse had left. Mutual aid was also a questionable area--
all local agencies' public officials indicated they would respond

to mutual aid but the Union presidents indicated they would not.

Most managers and mayors took a strong stand, and indicating they
would respond in every instance, while some mayors, while giving
apparent support in private, declined to make any "on the record"
commitments., Two cities offered to send their management personnel

to help staff the stations. The City decided it would not call for
mutual iad unless it experienced a major problem. This left hiring
temporary personnel as the most viable alternative. The City then
hired temporary personnel who were trained in fire service and had,

for the most part, worked in strike situations previously. The City
initially manned one station with a full shift staff, responding to
all calls at the same level of staffing that it did prior to the
strike. This hiring of temporary personnel worked out fairly well,
Much of this aspect and other portions of prior planning were based

on the experience of the cities of San Mateo, Sacramento, and Vernon.
In addition, the slowdown in 1978 provided a sort of rehearsal to

test the contingency planning and lead to some refinement as a

result. Thus, the City had spent some time and effort getting ready
and testing out plans prior to the strike actually occurring,



One of the major areas of concern to the City was security. In the
first several hours of the strike, all fire stations and equipment

had to be secured as well as the homes of political leaders, management
personnel, and particularly nonstriking Firefighters. This security
was maintained throughout the strike and was expensive, In addition,
all fire stations had to be protected by uniformed Police personnel
being called back at overtime rates, and police wvehicles had to
respond with the fire units manned by the temporaries in order to
prevent harrassment by striking personnel. Obviously, security was

a very expensive proposition.

In addition, the strike resulted in City personnel being drawn off
their regular jobs to help out with strike activities. This had

the effect of deferring normal work for quite a period of time in
order that strike functions might be carried out. 1In addition,

the coordination of the strike was a major undertaking. The City
finally found that a strategy team, meeting daily, and comprised

of the City Manager, City Attorney, Fire Chief, Police Chief, and the
Assistant City Manager, (the latter of whom is responsible for strike
corrdination and negotiations), was a very valuable way to plan and
conduct the strike. Prior to undertaking this strategy team approach,
there was considerable difficulty in formulatlng plans and executing
them.

Legal

During the strike, there were several actions undertaken by the City
in the legal area that are worth sharing. First, the City hired
a-labor relations-specialist.- This was a firm to work with the

City Attorney and shoulder much of the work load. It was found that
by hiring an outside specialist, they had both the time and the
expertise to provide the assistance needed.

There are several important factors involved in the legal area.

First, in seeking legal action, the City should examine the effects

on other City operations as a result of the strike. For example,
picketing can stop dump operations, construction projects, or, in

the case of San Mateo, racetrack operations which then limits revenues
to the city. Second, the role of the District Attorney: the District
Attorney's Office in Santa Clara County indicated it would not issue

a criminal complaint unless there was a provable criminal case that
would be a violation even without the strike. This limited the
effectiveness of the restraining orders granted because the District
Attorney's Office declined to prosecute for violations of PCl66--
willful disobedience of a court order.

In general, the City's legal approach was to limit the picketing

and attempted interruptions of fire services and not to force the
employees back to work. Some staff members felt quite strongly that
the only way that strikes will be prevented in the future was for
the employees to feel the effect in the pocketbook, and if they were
forced back to work before that occurred, it would not help deter
strikes in the future,



Role of the Council

The role of the Council was very important, and it involved policy
working and communication with the public. The Council had given
prior approval to the contingenecy plan but limited its activities

to policy making. Avoiding direct involvement in the implementation
of specifics of the plan was of great importance since it was a
/-day-a-week, l2-hour-a-day job which is not really appropriate

for the policy makers to be doing. This gave the Council time to
work with the community to keep it aware of the strike issues and
progress, and generally elicit community support for the City's
positions. Obviously, the Council needed to be kept aware of the
strike and what was happening, therefore, there were regular executive
sessions, frequently several times a week, depending on the nature

and phase of the strike,

In the Mountain View strike, there were many attempts by the striking
Firefighters to contact and negotiate directly with the Council rather
than with the management negotiating team, and there were attempts

by third parties such as the Governor's Office to exert pressure

on the Council to negokiate directly with the Union. These end runs
were not effective and the Council declined to negotiate directly.

The most fruitful negotiations are through the management negotiating
team, and end runs in negotiations with individual Councilmembers

can only lead to mixed signals and more difficulties in negotiations,

Another important role of the Council was to publicly support and. _
authorize the necessary actions to implement the contingency plans. {
It is important in terms of community credibility and to the Union B
membership to know that what the management team is doing is supported
by the Council. 1Indeed there were some Union activities directed
towards individual Councilmembers in an apparent attempt to undermine
this support, At one point during the strike, all the Councilmembers'
homes were picketed. It was necessary to provide security for
Councilmembers' homes. There were threatening calls made to the

homes, primarily the management staff. Most efforts caused some
discomfort but little else., These attempts at intimidation all were
unsuccessful in changing Council attitudes or positions,

Finance

It should be noted that the cost of a public safety strike is high.
Unlike strikes in other areas of public employment where the personnel
do not need to be replaced and tax revenues still continue to flow

in, public safety personnel must be replaced, and it is an expensive
undertaking. In addition, in a fire strike, there is overtime paid

Lo management and police personnel, a tremendous amount of security
necessary for fire stations, management employees' homes to be
protected, legal assistance, public information assistance, and the
one-time purchase of equipment. Things that were not anticipated

prior to the strike, such as the employees walking off the job

with portable radios and turnout gear, caused complications in terms

of replacement and one-time expenditures. However, it should be
remembered that as part of a post-strike action plan, the out-of- {
pocket costs can be successfully recovered from the Union by a damages -
lawsuit if not excluded in final settlement.
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There is a need for overall control of the financial portions of

the contingency plan. A fund needs to be set up and someone on the
management team designated to keep track of, oversee and authorize
expenditures, and also to keep good records of costs in order that
they may be used in damage suits. You should know that there will

be some public criticism of strike costs. Things will be said, such
as '"the cost of the benefit is much less than the cost of the strike."
In those instances, it 1s important to remember that if an agency
gives in to a strike just once, even if they do save the cost of

the strike in that one instance, the cost of additional benefits

and salary increases that will be given under the threat of strike

in the future will more than offset the one-time cost of managing

a strike. In Mountain View, the cost of the strike was approximately
twice what it would have been to employ the regular personnel during
that same period of time.

Personal Effects

One of the least appreciated aspects of a strike is the personal
effect it has on the political and management personnel and other
employees of an agency..It causes considerable stress, pressure, and
the consumption of enormous amounts of time and energy. For example,
those Councilmembers with local businesses had their telephones
jammed and there were attempts to disrupt their businesses. In
addition, homes were picketed, there were some threatening calls
made, and there was a lot of stress put on families and personal
relationships. The great number of hours that are required of staff
to cope with the strike, interruption of vacations and personal

life, the amount of time and separation can have a devastating effect
and can lead to serious and long-term family problems., In the situation
of Mountain View, the management personnel lost the entire summer

of normal work as well as their personal plans for vacations and the
like. 1In a sense, it was, for those working on the strike, like
spending several months at war, separated from home and family.

In addition, the friendships that exist at work and relationships
between managers, Council, and employees are permanently changed.

The emotional impact of persons being on strike and other persons
helping to cope with the strike sever long-lasting relationships

and cause things to be said and done that do not happen in normal
times. On the other hand, it draws together those coping with the
situation in stronger and long-lasting working relationships. 1In
addition, it should be noted that it takes a certain type of personality
to cope with a strike. A strike has many emotional ups and downs
with intense involvement as well as a great number of fatiguing
hours. In assigning responsibilities to staff, one should bear

in mind that certain abilities to cope with the pace and emotion of
the strike are necessary from people who are going to be responsible
for daily implementation, :

Post-Strike Assessment

Though the employees are back at work, the strike is not really over.
A permanent schism has developed between the Firefighters, the City,
its employees, and the community. The hurt runs very deep and at
this point there is no indication that recovery will be anything
other than a long process. The Union is attempting to fine emplovees



who returned to work without Union approval, is treating the nonstrikers
and returnees as well as the new hires in a discriminatory manner {
such as not including them in a Thanksgiving dinner. Productivity )
has a long way to go in order to return to what it was during the
prestrike days. The situation over the labor agreement is still
unresolved, with the Firefighters desiring the economic terms of

the agreement but not willing to sign an agreement unless the City
includes the amnesty language they seek. The City is still considering
possible suits, including one for damages during the strike. Thus,

the entire negotiation situation is very much up in the air with a

new negotiating period coming up. In our opinion attitudes of the
union leadership are still bad, with very negative things being
communicated about Council and management as well as the community

and other employees. The department has considered some measures

to try and restore more normalcy, but rebuilding and team building
efforts are still pretty much a ways off as long as the negotiation
situation is still unresolved. This situation, however, is not
unexpected and is fairly typical of what happens to other agencies

in a post-strike situation.

In conclusion, a labor action is probably one of the most difficult
issues for a community to face. It presents problems and challenges
that encourage taking the easier road of giving in to a union's
demands, particularly to Police and Fire who are popular in the
community. It is, however, the responsibility of public officials

to make and follow policies that are in the best interest of the
-overall community, and not give in to threats and job actions. A )
strike is manageable, even if it is unpleasant, and you should take {
the stand that your conscience requires. With good planning and strong
leadership, you can successfully cope with a strike.
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PART I
THE PROACTIVE FIRE OFFICER
MANAGING BY INITIATION RATHER THAN REACTION
BY ANN MURPHY SPRINGER

_ Many fire departments in our nation, regardless of size, complexity, classi-
fication or location, are experiencing similar traumas in these changlng times.
Our departments are being pummelled by increasing demands for service (such as
Emergency Medical Care), and squeezed by economic and political conditions.

Thoughtful fire service managers realize that unless the fire service officer
recognizes and deals with these influences, the department is vulnerable to being
manipulated by external conditions and reailtles. A fire department is In
Jeopardy of being forced into crisis reaction and crisis management styles if
30 me%han%sm exists to allow pro-action against negative influences on the

epartment.

The effective fire manager strives to get in the position of pro-acting,
to change the negative influences, and meet the fire department’s priority
goals. To do this, it is necessary to understand both the internal organizational
elements, and the external environment in which the department operates. To
manage both of these systems effectively, the manager needs a repertoire of
technical and human organizational skills.

Figure 1 is a simplified chart of the organizational elements that the
manager orchestrates.

_In its simplest form, the manager attempts to forecast what future conditions
will exist that will have a direct impact on the internal operations of the
department. This means analyzing and prioritizing the conditions that will
require departmental changes, problems that will need solving or needs that
must be met by the fire department,

. These conditions can be as simple as more wood-burning stoves being installed
in the department’s jurisdiction, thus raising the probability of more chimney
fires. Or, they can be as complex as revenue cutbacks, increased population

or the negative image of the fire department in the eyes of the policy makers.

Each condition in the external environment leads the fire service manager,
especially the Chief, to develop internal plans (goals, objectives, tasks),
Implementation.and control tools, monitoring and evaluation systems and
comunication/coordination techniques. The fire department then initiates
%Rterngl_gct1on to deal with, or react to, the conditions imposed upon it from

e outside.

However, as many Fire Chiefs have discovered to their chagrin, this reaction
style can be a losing game. External influences can change so radically and
quickly that the department is constantly in turmoil. The attempts to
respond and protect the department from negative influences can drain the
department resources and adversely affect its morale.
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How meny fire service officers Have indglggg In the ”éf ole" game u?der these
circunstances? How many of us have Sald,” ”If we could only gel out from under
these pressures, we could be more effective,” or “If we could just get our act
together, we could be more aggressive and counteract these negative influences,”
or the bottom line question: “How are we going to get more revenue this year .
1n the face of stiffer competition for budget allocation?”

Perhaps we are asking the wrong questions! Consider these questions as alter-
natives: *“what do we anticipate ip the future that we could pro-act against

so that we could inflyence the influencers?” *“What can we be doing now to head
off anticipated negative conditions?” *What coordinative linkages do we need,

and what strategies could we use to counter-effect the negative external influences
on gur department?” °What would it take for us to initiate change, rather than
having it imposed upon us?”

By asking these kinds of questions, and with this forward-looking, pro-active
mentality, the fire department has taken the first step towards being pro-active.
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Now for the next step. Two key skill areas inmediately come into focus:
the development and use of coordinative linkages; and the development and
use of strategies,

Coordinative linkages are the connections between the department and its
outside influencers that are planned, managed and evaluated constantly. They
are tools that the effective “thriving” (as opposed to “surviving”) manager
uses with skill. They imply a political awareness, the use of networks and
the legitimate, ethical manipulation of situations. This manipulation involves
the fire department in connecting to the external individuals who could, if they
understood the fire department’s needs and “problems”, be influential on behalf
of the department.

An example of this kind of linkage would be when a city council person is
assigned t0 a city-wide resource development committee, which has as one of its
tasks to research potential grants for all city departments, If a fire service
manager also served on that comittee, the city council person/fire department
connection would be made. With skillful handling, the entire comittee could be
made aware of the particualr and urgent needs of the fire department for revenue.

In case you are thinking as you read this that this sounds somewhat political
and even manlgulatzve! perhaps we should remind ourselves that manipulation is
one of the valid, legitimate, necessary functions of the manager. Managers
must manipulate (ethically and morally), or be manipulated. There’s very
little "neutral” ground left.

In observing fire service managers, I have also noted that most effective
managers are astute and skillful politicians. Sadly, the converse is not true:
the fire service has its share of “politicians” who are not effective managers!
Nevertheless, those of us who strive to be effective on behalf of our fire
Jurisdictions consistently must face the realities of our political society
and learn to "play the game” with skill.

Now for the key skill area: strategy development and use. Even the struc-
turing of helpful coordinative linkages requires a strategy. Strategic planning
1s the no-frill “meat and potatoes” fare that the department must use to nourish
itself in hard times. Strategic planning can break the cycle of having to react,

and enable the department to pro-act.



PART II - PROACTIVE FIRE OFFICER

If you really stop and think about it, most of us use "strategies” every day.
That is, we recognize that to get most things done, even in our immediate
family units, we must have a “game plan.” A “ game plan ” takes into account
what we have in our favor, and what must happen to “win”, or achieve our .
goals, Ideally a game plan or strategy is so skillfully constructed that it
results in a "win-win” situation, with everyone gaining from carrying out the

plan!

Sports teams, the military, negotiators and politicians are the most obvious
users of formal strategies. Each fire department, however, uses strategies
constantly, from successfully competing for budget funding, to maximizing the
use of resources on the fireground. Fire service officers must be skilled in
the development and application of strategies. Strategizing is a necessary
and legitimate function of any ‘fire officer, and one of the most rewarding.

Basically the process involves:
1. Deciding what you need to achieve vour goals (NEEDS).
2. Identifying what you ahve access to (GOTS).

3, The difference between 1 and 2 (NEEDS - GOTS) are your GOTTA GETS,
or what you still must acquire (ideally) to achieve your goals.

4, Taking what youf?e "got” and parlaying it into a game play or strategy
which you use to achieve your goals.

5. Trying to acquire the "gotta gets” and incorporating them into your
strategy to strengthen it.

A strategy can be defined as: The unique pre-planned way of using resources
and influences, existing or implied, to achieve organizational goals and ob jec-
tives. Resources need to be acquired, then positioned, combined, sequences and
timed specifically for each objective,

Further Definitions:

1. Resources - tangible assets that you do or can have available to meet
goals or objectives. Examples: *people *money *materials/supplies *equipment
‘written information ®space

2. Influences - intangible assets, just as “real” as resources, but unseen.
Examples: ‘*power °status °prestige *support *approval °*reputation *authority
-responsibility ®organizational/personal values *organizational/personal norms
*organizational climate *time. '

3. Existing: they actually exist, and you have access to them at the moment
you need them.
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4. Implied: they also exist, and you potentially can have access to them
if you need them. (If others believe you do have them, and act accordingly,
it's the same as if you do. Ethics must be a strong dtermining factor in
what you imply you have access to; you must have a legitimate reason to
believe that those resources or influences which you 1mply could in fact
be “delivered” to you.)

. 5. Positioning - how and were you choose to place the resources and
influences to have the most impact,

6. Combining the way you put together different resources in special
combinations to have the most impact.

/. Seguencing - th order in which you call resources and influences into
play in your “game plan”.

. 8. Timing - the times you choose to begin and end using your resources and
1nfluences.

Let’s start with a simple “classic” strategy:

Whenever we watch the “lat, late” movies on TV, we see familiar plots. Whether
the film is about pirates and good sailors, “cops and robgers”, or rustlers and
good cowhands, there are predictable chase-hide-and strategize scenes!

. Consider the following plot - Good cowhand - riding along the range, considering
his good fortune. He’s become the ”ﬁrotector” of a young damsel from Boston,
who's arrived to take possession of her recently deceased grandparent’s “spread”.
The spread supports 5,000 head of cattle, and the cowhand realizes that the
damsel will depend upon him to halp manage the spread, at least for a while.

He's riding along, thinking.good-happy thoughts - and even a few scheming
thoughts about the Eotentlal of marrying into that rich family!

Bad rustlers - Tnhey’re also riding along the range, calculating how they
can steal the 5,000 head, and even the whole spread. They realize that the
only person standing in their way is the good cowhand. They’d like to get
rid of him for good (by being bad!).

The scene - The bad rustlers (all tem of them) see the good cowboy off in
the distance, and ride hard to catch and dispose of him in a nasty way. The
good cowhand sees them coming and spurs his trusty mare, Samantha, towards
an opening in the cliffs, and disappears.

The rustlers stop at the opening and begin to shoot. A few of them climb
the rocks.

The good cowhand realizes he’s ridden into a “box canyon” - and the only
way out 1s blocked by the rustlers! (Lone Ranger theme music at this point.)
Belng an excellent strategist, he ...(if you’ve seen the movie, you need
read no further). 1. Shoots with his pistol while mounted on his horse.

2, Throws away the pistol when it’s EHEty. 3. Dismounts, climbs & rock
and shoots his rifle. 4, Runs to another rock, shoots, and runs, leaving his
hat on the rock. 5, This confuses the rustlers, and the good cowhand is able
to pick off three of them! 6. Returns to his mare, retrieves his bullet-
ridden hat, and repeats steps 3,4, and 5.
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ridden hat, and repeats steps 3, 4, and 5.

The rustlers, with 6 of their 10 wiped out, shout, “He must have 10 buddies
in there - let’s VAMOOSE!,” and ride away defeated and demoralized.

_The good cowhand rolls a smoke, pats Samantha, dons his airconditioned hat,
walts until the dust settles and rides into the sunset to have the promised
"vittles” with the damsel (violin music fades away).

Let’s examine the good cowhand’s strategy:

1. What resources did he need? (existing and implied)
2. What influences did he need? (existing and implied)
3. Which ones did he have?

4. Did he position, combine, sequence and time the use of his resources
and_influences to create a strategy?
The “Classic Strategy” revealed!

His goal” To keep his date with the young damsel.

His action objective: By sunset, to have returned to the ranch house, with
both he and his horse relatively unscathed by the attack! .

The “game plan” (positioning, cotbining, sequencing, timing): Ride to the
canyon ASAP - load both guns, shoot straight - move ?u1ckly and quietly - distract
WIth hat on rock - position self well - make a lot of noise - convince rustlers
that many buddies exist. Walt until they’ve disanpeared before riding safely
back to the ranch house and the waiting damsel!

Now for a more fire service related example”

Your goal is to acquire a new 1000 gpm purper for your department. Budget
constraints are enormous, You know that your fire jurisdiction’s population
shifts mean that you will not be able to meet your present response time
standards without new equipment. You must develop a strategy to acquire and
to use the resources and influences necessary to ensure delivery of your
new purper within nine months. You do not presently have much sugport from
your policy making board, but you do have disturbing statistics s owlng
dramatic population changes In your district.

develop a strategy for how you will pro-act in this challenging situation.
The most astute and 1nnovative will be published (along with one by the author)
in later issues of this Journal.

fleanwhile, remerber that pro-action takes energy, insight, skill, courage,
and resources. Investing in pro-action, and taking the initiative ultimately
has a greater payoff for the department and the fire service manager than
re-action.
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» Case Study 13—
Purchase of Service Contracting

Fire Services

The city of Scottsdale, Arizona contracts with a private fire protection
company for fire services. The multi-year contract provides for staffing,
equipment, and response levels. The city aiso has an auxiliary personnel
system in which city employees are trained to serve as auxiliary fire em-
ployees. The contract has been in effect since the city was incorporated,
and the private firm has provided subscription service since 1948.

The key issues illustrated in this case study are:
o Techniques for using auxiliary fire personnel
s Techniques to reduce the cost of service delivery.

Background

In 1948 there was no fire service in the unincorporated area outside the city of
Phoenix. A resident there formed his own corporation, which entered into
subseription arrangements with area residents for fire services. In 1951,
when the city of Scottsdale was incorporated, the city entered into a contract
with the corporation to provide fire services for the community.

The primary concerns city officials had to deal with in contracting were:

1. Administrative control of fire services
2. The impact on the Insurance Services Office (ISO) rating.

Description

Scottsdale contracts for fire services under a 10-year eight-month contract
which ends June 30, 1993. The contractor supplies most of the equipment and
all the full-time staff needed for fire prevention, fire suppression, and inspec-
tion. The contract specifies the staffing level of full-time equivalent fire sup-
pression employees for each 24-hour shift, as well as for maintenance work-
ers, the alarm room staff, and day-shift employees (e.g., a fire prevention
supervisor, a fire chief, and the accounting personnel). The contract also spee-
ifies the type of equipment to be owned by the contractor and by the city.
Approximately 40 percent of the equipment is owned by the city, which also
owns all five fire stations in Scottsdale.

The contract sets minimum response levels: a one-engine response on all
calls and a three-engine/15-person response on all structural fires. The con-
tract also identifies the contractor’s responsibility for -mutual aid responses.

SCOTTSDALE, ARIZC‘NA
{(Maricopa County)

Poputation: 103,000
Square Miles: 116
City Employees: 809

Total Operating
Budget: $55,000,000
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Additional serviges of the contractor may be used should a disaster occur. No
other service quality standards are identified in the contract.

The contractor’s staff also runs fire prevention programs, reviewing
building permits, occupancy permits, hydrant installation, and fire code revi-
sions. The contractor is responsible for maintenance of all equipment regard-
less of who owns it, for which the firm is reimbursed for all parts at cost and
receives an hourly wage. .

The contractor’s fire suppression staff is augmented by an auxiliary staff
of city employees. These employees are trained in basic fire techniques such
as ladder work and hose work. They are under the general supervision of the
contractor’s staff, although they have their own officers. The auxiliary staff
is given a monthly retainer for hours of service during regular working days
and an hourly wage for calls during nonworking hours.

The auxiliary staff is divided into four crews, Each crew is on call for one

" week out of every month, 24 hours a day, and is responsible for operating a

ladder truck. By the end of the current fiscal vear, the auxiliary staff will also
operate an engine at peak times. All auxiliary employees are working toward
state certification.

The contractor receives in advance a monthly, set retainer for services
rendered. This is determined annually during the city budget process. In-
creases and decreases can be negotiated based on changes in area served, in
compensation for fire emplnyees, in the CPI, in service level, or in legislation.

The contractor must submit monthly and annual reports on the follow-
ing: service given to all fire equipment, the use of city-owned equipment out-
side the city, and the use of other equipment in the city; the name, rank, and
area of duty of employees; and the type of fires and incidents reported.

The city owns and is responsible for major maintenance on five fire sta-
tions, for which it pays for all utilities, except telephones. The contractor is
responsibie for interior cleaning and exterior grounds maintenance and
cleaning.

implementation

The city has renewed the contract on a periodic basis without competition.
City officials did not see the need for competitive bidding because of satisfac-
tory service and cost savings.

Recently the city and the contractor took zetion to strengthen adminis-
trative control over the auxiliary program. The auxiliary staff was brought
under the supervision of the contractor’s staff and new procedures were es-
tablished for using the auxiliaries. The results were improved communiea-
tion, direction of training, and general management of the auxiliary person-
nel. Improved management has increased the effectiveness of the auxiliary
employees,

To improve communications and control between the city and the con-
iractor, the assistant city manager was made line supervisor for the contrae-
tor. Although the fire chief attends city staff and council meetings regularly,
the city thought that a service as important as fire protection had Lo have
direct city supervision.

Although no problems have occurred in the direct act of fighting fres,
the contractor has received adverse publicity through public fire companies
in the area. They initially questioned the professionalism of the private fire-
fighters, and more recently they used the media to challenge the effectiveness
of the contractor’s firefighting capabilities. The public companies primarily
have attempted to undermine the credibility of the private contractor in the
eyes of the public. '

The city has encountered no impact on other services, no negative re.
sponse from employees, and no problems with its [SO rating. Its rating (four)
is the same as that of neighboring communities. _

There has been no problem with service interruption or termination. The
city also has reduced the potential impact of this by training city employvuey
Lo serve as auxiliary fire employees and by continuing to own fire eyuipment.
Scottsdale could, therefore, provide services on an interim basis if necessary.



Results

Cost savings are a significant part of the results of using the contract system,
Annual per capita cost is $25.68 in Scottsdale; the average cost in cities of
50,000 to 100,000 in population, according to the National Fire Protection
Association, is $50, or ailmost twice as much. The cost-covers the contract, the
auxiliary staff, hydrant rentals, equipment depreciation, benefits, and mis-
cellaneous accounting costs. The total fire protection cost for fiscal 1982-83
was $2,680,435, including $190,701 for the auxiliary personnel and $162,874 for
maintenance, utilities, and hydrant rentals.

The fire company responded to 825 nonstructural fires and 104 structural
fires in 1980-81; there were 3,000 rescue calls, 1,300 service calls, and 9,600
inspections. The auxiliary firefighters responded to 512 overtime calls and
170 regular calls. Overtime hours for auxiliary employees have been reduced
during fiscal years 1981-82 and 1982-83, a result of a change in types of calls to
which they are required to respond. More authority was given to the officer in
charge at the scene to decide whether the auxiliaries should respond. Savings
realized by the reduced overtime hours have been converted into additional
training and equipment for the auxiliary program.

The city manager believes that the cost savings are secondary to the in-
novative management style of the contractor. According to the manager, the
company does not let tradition stand in the way of making changes in man-
agement structure and delivery of services. For example, the company has
built many of its own trucks and redesigned many of the pieces of equipment
used for fire services. It uses a large-diameter hose, the “snail” (a remote-
controf machine that can drag hose into a burning building), and its own rede-
signed fire trucks. The manager sees this innovativeness as the most advanta-
geous part of contracting for fire services.

Recommendations
The city manager recommended the following:

1. This program is extremely cost-effective and strengthens managerial
accountability, control, and creativity. There is no managerial or technical
reason why such a program could not be completely transferable to other
agencies.

2. Cities considering such options should not underestimate the effect of tra-
dition and political climate.

3. Consider the other services that could be financed with funds now used for
traditional fire protection programs. A city or county considering this op-
tion clearly should show its residents the impact these savings could have
on the quality of community life.

FOR FURTHER INFORMATION,
CONTACT:

Roy Pederson

City Manager

City of Scottsdale

3939 Civic Center Piaza
Scottsdale, AZ 85251
{602) 994-2335

ar

Bob Edwards

Administrative Chief

Rural/Metro Fire
Department, Inc.

3200 N. Hayden, Suite 200

Scottsdale, AZ 85251

(602) 994-3886







MARCH OF THE MAYORS

BY: Ed Salzman

A NEW BREED OF ELECTED OFFICIAL IS MAKING AN ENDANGERED SPECIES
OUT OF THE MANAGER-COUNCIL FORM OF CITY GOVERNMENT. THAT
MAY BE BAD FOR THE CITIE8S8 BUT GOOD FOR THE STATE.

Only four city managers in America have held their jobs longer
than Donald Von Raesfeld of Santa Clara. Von Raesfeld is 59, not
nearly ready for retirement from the $100,000-a~year post he has
held for 25 years. Yet, Von Raesfeld is quitting at the end of
December, purportedly to enjoy life and spend more time with his
family.

Translation: Like many a city manager in california, von
Raesfeld isn't finding his job much fun any more, and he'd much
rather spend his time doing anything but fighting with his city's
mayor and city council.

For decades, cCalifornia‘'s manager-council system of 1local
government has been held up as a model for political science
students. Now, those textbooks need to be rewritten. The olda-
fashioned city manager=-city council form of municipal government
is an endangered species in California.

That may be bad news for the cities. But it could be good news
for the state as a whole.

City managers like Von Raesfeld are losing their traditional
management authority to a new breed of local elected official. And
those same local politicians could form the next wave of leaders
for high state and federal offices.

It is no mere happenstance that a former mayor, Pete Wilson,
was elected to the U.S8. Senate four years ago. Nor that another
mayor, Tom Bradley, has twice been the Democratic nominee for
governor. Nor that Bradley and a third mayor, Dianne Feinstein of
San Francisco, were given serious consideration by Walter Mondale
as his running mate in 1984.

Politically, California cities are starting to look more like
Eastern communities, with powerful - mayors wearing clearly
identifiable partisan labels.

If california‘'s current trend continues, mayors of even
moderate~visibility cities like San Jose, Oakland and Sacramento
might be expected to start climbing up the political ladder.

In the city of santa Clara, the reason for Von Raesfeld's
departure is simple - a power strugle with Mayor Everett (Eddie)
Souza. In March, Bouza broke a 17-year tradition of weekly meetings
between the mayor and the manager. Said Souza: "I no longer have
any confidence in him and I think it's time for him to retire.nv
Souza also pushed for independent staff to research f15ca1 issues
being considered by the council.

Declared the mayor in July: " Most of the people who are sharp
and know how the city runs go to the city manager first and get his
blessing and kiss his ring."



Under the pure manager-council form of government, the council
is supposed to establish broad policies for the community, and the
manager is supposed to manage municipal operations and implement
the policies of the council. The mayor presides over the council,
represents the city in relations with other governmental entities
and is the ceremonial chief of the city. In many California cities,
the mayor is not elected directly by the people, and the job
rotates among council members.

That system was shattered in 1978 with the enactment of
Proposition 13, the Jarvis-Gann property-tax initiative. Running
a city became far more difficult for two reasons. First, local
cfficials were forced to make expenditure cuts and find ways to

replace lost revenues. Secondly, Proposition 13 dramatically

reduced the incentive for localities to approve massive development
projects because the property-tax bonus had disappeared,

Many communities adopted no-growth or slow-growth ordinances,
‘by initiative in some cases. Some cities, like San Francisco, made
developers pay a steep price for building permits. Getting little
sympathy from city planners and managers, developers chose in many
instances to plead their cases directly to mayors and city council
memnbers.

The stakes were elevated in local elections. Development funds
poured into contests for local offices. Local elections became far
more politicized, and a new breed of candidate started to develop.
Those emerging from this new cauldron of controversy weren't about
to let non-elected city managers remain powerful,

Roger Storey, city manager of Davis near Bacramento, chaired
a League of California Cities task force examining the role of the
mayor in the manager-council form of government. He has alse worked

with the National Municipal League revising the model charter for

cities.

S8torey reports that a basic problem is that the role of the
mayor is "ill-defined and somewhat awkward." His task force
concluded that a more clearly defined political role should be
established for the mayor. "The city manager is not intended to be
an out-front political leader,' .he said.

Every city is different, storey emphasizes, but some
generalizations can be made. The new local politician, he says, is
less interested in traditional municipal services and more
interested in broader issues that even go beyond city borders.
"They are wrapped up in their own policy world," he adds.

Now, local posts are perceived as stepping stones to higher
office, and there is more of an inclination to posture, he says.
Candidates now come out of political organizations, something that
was not common in the past.

Developers now make council members the first stop, according
to Btorey. They negotiate details before the proposal is even
submitted to the city. :

Wes McClure, a '‘range rider" or troubleshooter for the League
of California Cities, says it is becoming increasingly common for
a mayor and/or council to conclude a deal with a developer before
the city manager knows anything about the proposal. In many cases,
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he says, the agreement cannot be implemented because of legal
problems "and the managers have toc bail them out."

McClure, former city manager of San Leandro, spends a great
deal of his time trying to help cities reduce friction between
managers and elected officials.

“"The city manager form of government is in trouble," observes
former Fresno Mayor Daniel K. Whitehurst, who once took a crack at
statewide office himself. Whitehurst is now president of the Fresno
Economic Development Corporation. He says the evidence is the
increasing appearance of ballot measures to create a strong mayor
form of government.

"The city manager form is not designed to handle politically
charged council members,' he says. The cost of local political
campaigning has sky-rocketed, he observes, and councils no longer
consist of "local shopkeepers and insurance brokers."

Jim Moore, a Democratic pollster based in Sacramento, says
he has noticed that there is an increase in the number of
legislative candidates coming out of local government. He feels
that the caliber of these candidates represents an improvement over
the political staffers or technicians who have dominated
legislative elections for the past 15 years.

Whitehurst also sees the increased politicization of local
politics as a plus for the state. He feels that technicians know
how to raise money and conduct campaigns, but they have few ties
to the communities. TLocal elected officials must develop
relationships with the neighborhoods they represent, he adds,

If the current trend continues, the state's political ladder
will have a new rung structure - the mayor's office. Until Pete
Wilson's victory over Jerry Brown in 1982, some 52 years had passed
since a mayor had been elected to the governorship or the U.S.
Senate.

Ever since that one-time mayor of San Francisco, Sunny Jim
Rolph, held the governorts office, the path to the top has been
through other statewide office (George Deukmejian, Pat Brown, Jerry
Brown, Goodwin J. EKnight, Earl Warren, Alan Cranston, Thomas
Ruchel), show business (Ronald Reagan, George Murphy) or Congress
(John Tunney, Clair Engle, Richard Nixon).

One possible explanation for the new political strength of
mayors is the degree to which television news programs cover
elected politicians. Other than the governor, statewide officials
have an extremely difficult time getting their faces on prime-time
news. Legislators are almost invisible, except in B8acramento.
Members of the House of Representatives are almost foreigners to
the state's populace. But television stations give plenty of air
time to top local public officials.

A successful mayor like Wilson, Bradley or Feinstein can use
television exposure to build a statewide following. Significantly,
Wilson won his reputation with his ability to keep -8an Diego
growing while appealing to environmentalist interests in San Diego.
He has also maintained this delicate balancing act in Washington.

Wilson's career also illustrates another important trend in
the politics of California: Individuals with their eyes on the top
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rungs of the ladder are willing to leave the Legislature for more
visible posts in local government.

Wilson gave up a safe seat in the Assembly to run for mayor,
and he never made any bones about his eventual goal - statewide or
national office. Likewise, Republican Bruce Nestande left the
Assembly to become an Orange County supervisor-en route to a race
for statewide office. And in recent months, Democrat Richarad
Alatorre abandoned his Assembly slot to become a Los Angeles city
councilman - and the most visible Hispanic politician in the state.

While the heightened interest in local offices may provide a
hew bloodline for the politics of california at large, it is
bringing turmoil into many of the state's cities. Mayors like Santa
Clara‘'s Eddie Souza view the old-guard managers as entrenched
institutional bureaucrats.

City managers, meanwhile, are trying to convince the new breed
of mayor that staffers are not their enemy. Managers say they want
to establish partnership relationships with these mayors. The
message, emphasizes Davis Manager Storey, is, “Hey, we can help you
get the job done right.m )



PROVISION OF JOINT FIRE PROTECTION SERVICES

PREFACE

The responsibility for improving operational efficiency and the
strengthening of the fire defenses through the development of
innovative structural arrangements and the effective utilization
of manpower and facilities will long continue to tax the ingenuity
and leadership of dedicated fire officials and city managers.

There are fifty states, approximately 3,000 counties, 18,000 muni-
cipalities, 17,000 townships, 1,516 paid and 24,124 volunteer/part-
paid fire departments in the United States. They employ or involwve
more than ten million persons and spend over $100 billion annually--
a considerable service structure to say the least.

Our purpose here is to briefly describe what has been done by the

city of Huntington Beach, California, and three of its contiguous
cities, i.e., Westminster, Seal Beach, and Fountain Valley.

HISTORICAL

In February, 1960, the key fire service leaders of the United States
met in Racine, Wisconsin, under the auspices of the "Johnson
Foundation." The main purpose of the committee was to develop an
understanding of the fire problem and of the steps to be taken

in achieving solutions/improvements. Statement Number 12 of their
report (commonly called the "Wingspread Conference Report') reads

in part as follows:

"It is economically unfeasible for any single governmental
jurisdiction to equip and man itself with sufficient forces

to cope with the maximum situation with which it may be

faced. The lack of understanding of this principle has

caused many communities to be caught short of fire suppression
resources, '

The genesis of the concept for a consolidation of some fire depart-
ment functions in our area began in 1968 when a special consultant
was hired by the city of Fountain Valley to conduct a fire protection
study. His findings indicated that the police dispatchers, who were
then handling the fire calls, were giving priority to police matters
and were not fire oriented. He suggested a joint power agreement
with the surrounding communities for the purpose of providing
consolidation of fire reporting and dispatching.

Surprisingly, the period between ''getting-it-decided" and "getting-
it-done' was relatively short. The four fire chiefs followed
through on the consultant's recommendation and consummated an
agreement a few months later. The melding of communications was
relatively simple. The three Westminster fire dispatchers were
transferred to Huntington Beach to augment Huntington Beach's
existing four dispatchers and on September 15, 1969, the telephone
company cut in the lines and the first Joint Communications Center
in Orange County came into being.
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During the expansion period of 1967-68, the cities of Fountain Valley,
Huntington Beach, and Seal Beach encountered fire dispatch problems.
Two were having priority conflicts with the police dispatch and the
other needed to add personnel due to high incident frequency. {
Training in all the departments was poor due to lack of facilities.

The aforementioned problems were identified in management reports
and by the Insurance Services Office. Insurance rates were high
and there was a concerted management effort to reduce insurance

costs.,

The problems manifested to the point the fire chiefs were searching
for answers. The obvious solution was to appropriate additional
funds and to expand the departments. However, city management was
~hesitant to move ahead until alternatives were evaluated.

The city of Fountain Valley hired a fire protection consultant to
provide an outside viewpoint and to make recommendations. It was
this management approach and catalyst the fire chiefs needed to
develop and transmit a proposal to consolidate the separate fire
dispatching functions.

The proposal was well received by the managers and councils and was
implemented in a surprisingly short period of time. -

On August 22, 1972, the cities of Huntington Beach, Westminster,
Fountain Valley, and Seal Beach entered into an additional agreement
to construct a Central Fire Training Facility and the Operation

of a Fire Training System.

THE PLAN AND AGREEMENT

The primary purpose of this agreement was: (1) raise the efficiency
of the various fire departments through the effective utilization

of manpower and facilities, (2) to make the training process more
meaningful by providing adequate facilities and a comprehensive
training program, (3) to reduce overall cost by avoiding duplication
of facilities and effort, (4) to standardize the various training
programs and improve fire fighting methods by providing a facility
where joint training could take place, and (5) the elimination of
training facility deficiency points assessed against the participating
"cities" by the Insurance Services Office of California.

The basic plan provided for the construction of a multi-purpose
training facility and communications center on a 4.9 acre parcel

of land located on Gothard Street, just north of Ellis Street in
Huntington Beach. The portions of the facility to be built, financed,
and administered under the agreement were as follows: a Ffive story
training tower and fire building; transportation, gas, and petroleum
fire fighting props; a fire control tower for safety, supervision,

and operational control; a 2000 per minute pumper test pit and master
stream collection pit and shield; and outdoor classroom and physical
agility course; and a training office and classrooms.

The agreement became effective immediately and provided that it
should continue in full force and be in effect for a period of
forty-nine (49) years. The financial obligations of each of the
parties, along with the cost of construction, installation of



equipment, maintenance, and operation were distributed among the
four cities according to their participation based on the following
general formula:

PERCENTAGE COMPARISON - FISCAL YEAR 1975

Population Valuation
City (Thousands) (Millions) Total Percentage
Fountain Valley 50.1 120.9 171.0 15.36
Huntington Beach 143.5 442 .2 585.7 54.32
Seal Beach 27 .4 : 85.7 113.1 10.50
Westminster 68.1 140.3 208.4 19.33
Total 289.1 - 789.1 1078.2 100.00

Populatlon and Assessed Valuation figures were to be determined by using
the city's official records as of January lst of each year. Each

city was guaranteed the use of the facilities in proportion to their
percentage as established by the formula. The city of Huntington

Beach owns the facility in fee. The parties to the agreement have
continued use of the facilities for the life of the agreement so long

as they fulfill their financial obligation for maintenance and oper-
ation.

The cost of administration was assumed by the city of Huntington Beach.
Financial disbursements are handled also by Huntington Beach. Partici-
pating cities pay their share of the agreed costs by depositing monies
with the city of Huntington'Beach within thirty (30) days of receipt

of invoice. However, initial construction costs were paid at the

rate of ten (10) percent per month for ten (10) months commencing
October 1, 1972,

FACILITIES

The Training Tower and Fire Building is a five-story building that
typically represents construction features found in two-story through
multi-story high rise buildings. Specific features include a ladder
and scaling wall, flat and slanting roofs, enclosed stairway and

smoke tower, windowless rooms, observation tower, fire rooms, sprinkler
system, cellar inlets, breathing apparatus training rooms, ventilation
training panels, a variety of window sections, interior dry standpipe,
a basement section, an apparatus maneuvering yard, overhead wire
training section, and a yard fire hydrant system with both wet and

dry barrel hydrants,

The Fire Simulator, Classrooms, and Support Facilities consist of a
one-story building and basement that meets Federal requirements for
an Emergency Operating Center. Specific features include a command
control system trainer, a fire control simulator, two small classrooms,
and one large classroom, a fire library, audio-visual storage room,
a fire prop room, and office space from which the training officers
from the four cities coordinate their activities. The city of Seal



Beach did not initially enter into the agreement to fully participate

in the permanent use of this facility. However, they did exercise th, '~
option of doing so upon the payment of $31,200.00 which represents

their prorata share of construction costs. Prior to exercising their
option, they reimbursed the city of Huntington Beach at the rate of
fifty dollars ($50.00) per hour.

The facility has a Test Pit and Master Stream Collector. Basically,
it is a 2,000 gallon per minute pumper test pit constructed to meet
Insurance Services Office requirements. The structure above the test
pit has a master stream collector shield designed to permit recycling
of the water used during training operations. Part of the available
area is set aside for an outdoor classroom and a physical agility
course. ‘

Another section of the area is reserved for training in the handling
of Freeway Emergencies, Gas Transmission Problems, and Petroleum
Fire Fighting Techniques. Specific features include a butane prop
with tanker, a tanker loading rack, a transmission pipe section with
five typical fire fighting set-ups, a gutter section, a one-story
control tower, and a street section with hydrants.

The physical basis of the system is found in the aforementioned
Communications and Training Facilities. However, the real cost
effectiveness is found in the operational service system.

Based upon the consolidation of the communicating and training functions,
a mutual trust was establisHed between the various fire chiefs. :
This led to the amalgamation of fire control, rescue, medical aid {
and paramedical services. Joint work has also been dccomplished in
arson investigation.

The city boundary lines between the four communities were eliminated
from an operational standpoint. This meant the closest Fire Company
or Paramedic Unit would respond to the emergency regardless of
jurisdiction. The immediate effect was faster and better service.
Because fire and medical emergencies compound themselves with time
delay, a potential fire and life loss reduction was immediately
obtained.

The effect of the boundary drop eliminated a need by the various
cities to construct additional fire stations in unprotected areas
because they could be served by existing and available forces in
adjacent communities.

PRIOR ORGANIZATION AND MANAGEMENT PRACTICE

The four-city management structure is organized along traditional
lines. Each city has a city council, city manager, and a fire chief,

The individual fire departments were operated separately and organized
to meet minimum recognized protection standards. The fire apparatus
.and equipment provided was above standard as compared to many other
departments. [

None of the departments felt tradition bound and all of the fire
chiefs were recent appointees except for one. The overall caliber
of personnel was very good.



The method of work and cooperation between agencies met traditional
local and national norms, i.e., each department was expected to
provide adequate resources to handle most emergencies and when major
incidents occurred, outside aid (mutual aid) was requested on selective
basis. Major incidents were rather infrequent and there was little
need for the fire chiefs to communicate or work together on a day-
to-day basis,

During the sixties, a population explosion hit the cities and the
number of emergency fire incidents began to tax the capacity of the
departments. All the fire chiefs requested authorization for more
equipment, manpower and fire stations. Two of the departments

were part volunteer; and, daytime manpower response was weak.

Three fire station expansion sites were purchased and programmed
for development. All were near city boundaries and two were a half-

mile apart.

The common term used in describing this process was '"Joint Powers'
but in legal fact the contract is a simple agreement. The fire chiefs
administer the contract and controls are established through the

budget.

The project worked so well it was just natural to move into.a cooper-
ative training program. Again, the proposal was accepted by the managers
and councils.

Throughout the four years of the consolidation, there was anticipation
that possibly there could be an amalgamation of the fire control

and emergency medical functions. The motivating phase used was
"closest company goes regardless of jurisdiction."

The fire control company performance standards adopted as part of
the training program developed a strong trust among the fire chiefs.

Again, the fire chiefs developed a system that was authorized by
the city councils. All in all, there have been five separate agree-
ments.

The four fire chiefs meet weekly to evaluate the system and to establish
administrative policy. General administration is performed by
Huntington Beach.

BENEFITS OF THE PROGRAM

The cities have found automatic aid to be more cost effective than

the traditional method of each city providing their own fire protection
and support services. The most noteworthy benefit has been the
significant strengthening of our fire defenses at a'.a lower cost.

We have been able to materially improve our operations at a savings
by building and operating from one training and communications center
instead of four smaller decentralized facilities. The combining

of additional operations and support services has further improved
our cost relationship, the importance of which is well known during



these times when cities are being caught in an economic squeeze, (
and the role of local government is constantly being challenged by
taxpayers wanting a bigger return for their dollar.

Each city now has a predetermined fire equipment response for a three-
alarm assignment of six engines, three truck companies, and three '
chief officers. None of the cities could afford to develop these
resources on their own, but by joint effort we have strenghened

our resources and at the same time derived all of the economic advantages

of a single large department.

A further economic and service advantage to the consolidated training,
communications, and operations is dramatically illustrated in the
last''Fire Defense Report" for the cities of Fountain Valley, Huntington
Beach, Seal Beach, and Westminster. It reads in part as follows:

"If the four cities operated separately the total fire defense
requirement would be eighteen fire stations and eight ladder companies.
OQur fire defense analysis Indicates that by operating collectively
through a joint agreement, the new total revised requirement is
fourteen fire stations and engine companies and six ladder companies,
Not considering special rescue or paramedic services, this cooperative
relationship will result in a future ratio of 0.63 paid uniform
personnel per thousand population. By comparison, the '"Municipal
Yearbook - 1983 reports a western regional median of 1.29 paid uniform
personnel per thousand population."

The press has lauded the effort also with a prodigious amount of

news coverage. This cooperative relationship is a dynamic administrat.
and political process. It takes effort, but it serves the objectives
of the people.
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ABOUT THIS MANUAL

This manual has been adapted from a similar manual developed by the
Occupational Safety and Health Administration (OSHA), U.S. Department
of Labor, and by State occupational safety and health consultation programs
to help empioyers provide better workplace protection for their employees and
to reduce losses resulting from accidents and injuries,

Employers who are developing safety and health programs on their own will

find this to be a useful guide. The CAL/OSHA Consultation Service can also
be of assistance.

The material in this publication is based on principles and techniques
developed by occupational safety and health professionals nationwide. Itis not
intended as a legal interpretation of any Federai or State standard. It is
intended to provide guidance rather than prescribe requirements. The material
contained in this manual is in the public domain, and may be reproduced
without permission. '



PREFACE

In California, every emplioyer has a tegal obligation to provide and maintain
a safe and healthful workplace for his or her employees, according to the
California Occupational Safety and Health Act of 1973,

This manual covers the basic things employers need to know about their
responsibilities, and it outlines steps that can be taken to develop an-effective
safety and health program to assure the safety ahd health of employees on the
job,

The term “employer™ as used in the CAL/OSHA Act includes any person or
corporation, the state and every state agency, every county, city ordistrict and.
public agency therein, which has any person engaged or permitted to work for
hire, except for household services.
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DEVELOPING A WORKPLACE SAFETY AND HEALTH PROGRA'

INTRODUCTION

Taking risks is a part of running a business, particularly
for small business owners, You take risks in product
development, marketing, or advertising in order (o stay
competitive. But there are some risks that are just not worth
the gamble. One of these s risking the safety and heaith of
those who work for you,

Accidents Cost Money

Safety organizations, étatcs. small business owners, and
major corporations now realize that the actual cost of 4 lost
workday injury is substantiai. For every dollar you spend on
the direct costs of a worker's injury or illness, you'll spend
much more to cover the indirect and hidden costs. Consider
what one lost workday injury would cost you in terms of:

* productive time {ost by an injured employee;

* productive time lost by employees and supervisors
attending the accident victim;

* clean up and start up of operations interrupted by the
accident;

* time to hire or to retrain other individuals torreplace the
injured worker until hjs or her return;

® time and cost for repair or replacement of any damaged
€quipment or materials;

* the cost of continuing ali or part of theemployee's wiges,
in addition to compensation;

¢ reduced morale among your workers, and perhaps lower
efficiency;

® increased worker's compensation insurance rates;

* the costs of completing the paperwork generated by the
Incident.

Controlling Losses

If you would like 10 reduce the costs and risks associated
with workplace injuries and ilinesses, you need 1o address
salety and health right along with production.

Developing and implementing a salety and health
program can help you do this because in developing the
program you identify what has to be done to protect your
employees and your worksite, and outline policies and
procedures (o achieve your safety and health goals,

CAL/0OSHA Safety and Health Program
Requirement

in California, every employer is required by law (Labor
Code Section 6400) (0o provide a safe and healthful
workplace for his/her employees. In addition, every
employer is required by General Industry Safety Order
3203.* to have and maintain an effective occupationa) safety
and heaith program:

GISO 3203 “Accident Prevention Program:

(a) Every empioyer shall inaugurate and maintain an
accident prevention program which shall include but
not be limited 1o the following:

(1) A training program designed to instruct emplovees in
general safe work practices plus specific instruction
with regard to hazards unique to any job assignment,

(2} Scheduled periodic inspections to identify and correct
any unsale conditions and work practices which may
be found.”

“instruct employees in general safe work practices " mea ns
work practices that generaily apply to most of the employer”
at the worksite. Examples of general work practices art.,
lifting procedures, use of personai protective equipment,
knowledge of exits, medical and first aid procedures,
housekeeping practices, fire protection procedures,
evacuation plans, or ‘handling of flammables and toxic
chemicals,

“specific instruction with regard to hazards unique to any
job assignment” means training on the hazards and safe
work practices specific to any individual emplovee's work
assignment. Examples of specific instruction are: training in
use of self-contained breathing apparatuys, proper procedure
for locking or blocking-out machinery, proper use ang
adjustment of machine guards. or handling of hazardous
Substances.

"scheduled periodic inspections” means inspections of the
workplace at sufficient intervals lo ensure that established
safe work practices are being lollowed and that unsafe
conditions or procedures are identified and corrected
promptly. Frequency of inspections should be alfected by
the type, expectation and magnitude of hazards Involved:
proliciency of employees; equipment or process changes:
and injury/illness rates.

GISO 3203 covers the minimum acceptable elements for
an accident preventjon program. It was adopted because .
records show that a high percentage of occupationai injuries {
and ilknesses are preventable through effective education
and training, plus periodic inspections of the workplace,

*Title 8 Cali(prma Administrative Cage tCAC) Additnonal
requirements may also apply. See Construction Salets Order
Section 1509, Titie 8, CAC. .
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This manual describes how to build a safety and health
program tailored to meet the specific features and needs of
- rour workplace. Once this program is in place, you will have
] “effective tool for improving workplace operations,
" controlling hazards, reducing accidents and losses,
increasing productivity, and complying with California
occupational safety and health regulations.

WHAT IS A SAFETY AND HEALTH
PROGRAM?

A Safety and Health Program is a written plan, including
procedures, which is put into practice.

These four elements are the building blocks of an effective
program:

Masanagement Commitment

Hazard Assessment and Control

Safety Planning, Rules, and Work Procedures
Safety and Health Training

The outline on page 14 will help you formulate a plan
: developing your program.

Management Commitment

Your attitude toward safety and health shows in every

icision you make and every action you take. Your
employees respond to that attitude. You can demonstrate
your commitment through your personal concern for
employee safety and health and by the priority you place on
safety and health issues.

6

If you want maximum production and quality control,
you necd methods to control potential harards at vour.
workplace and correct hazardous conditions or practices if-
they accur. . -

You need to commit yourself and your company to
building an effective safety and health program into your
whole operation. Back your commitment with strong
organizational policies and procedures:

I. Workplace objectives for safety and health, like those you
set for other business functions such as sales or
productivity. For example, you might have objectives
such as "“Ten percent fewer injuries next year,” or “Reduce
downtime due 1o poorly maintained equipment.”

2. Your staff has safety and health responsibilities as well as
production responsibilities.

3. Your supervisors and employees know that they are
accountable for their safety and health responsibilities,
and will be rewarded for good performance. They are
advised when any safety and health deficiencies exist and
told how to correct them.

4. Company resources—financial, material and
personnel—have been allocaled for:

e identifying and controlling hazards and poleﬁliat
hazards;

# installing engineering controls;
¢ purchasing personal protective equipment; and

® promoting and training employees about salety and
health.

5. There are clear lines of communication [or vour
employees to tell you.of their salety and health concerns,

6. Your employees know of your concern for safety and
health because you:

¢ include safety and bhealth topics in meetings and
conversations with employees.

® encourage supervisors and employees Lo develop and
display a positive attitude toward safety.

® take any necessary corrective action after inspections,
accidents, or in response to employee suggestions,

e provide feedback on their safety concerns and
performance.

e sel a good example! If, for instance, vou require hard
hats to be worn in a specific area, then rou and other
management wear & hard hat in that area.



Hazard Assessment and Control

Hazard assessment and control refers to your method of
identifying existing or potential hazards in the workplace,
&nd eliminating or controlling them, Hazard control is the
heart of an effective safety and health program, If hazards
accur (or re-occur), this reflects a breakdown in the hazard
control system, and in turn, the safety and health program.
The hazard control system also is the basis for developing
sale work procedures and safety and heaith training,

The hazard control system should be established as a
result of a comprehensive safety and health survey
conducted by a qualified person(s) in your company or by
qualified outside consultants such as CAL/OSHA
Consultation Service consultants(s).

This will provide knowledge of hazards that exist in the
workplace and conditions, equipment, and procedures
which could be potentially hazardous,

In general, a hazard control system will tell you what (if
any)hazardsexistin yourworkplace, how to correct hazards
that may occur, and steps you can take to prevent them from
recurring. If you have an effective system for mbniloring
warkplace conditions:

. You are abie 1o prevent many harards from oceurring
through regular seil-inspections— walks through your
workplace at regular intervals (o make sure that
established safe work practices are being followed and
that unsafe conditions or procedures are identified and
corrected properly. Thess inspections are in addition to
the éveryday safely and health checks thatare part of the
routine duties of managers, :

The freyuency of these inspections depends on i~
operations involved, the magnitude of the hamrdsfé‘
proficiency of employees, changes in equipment or wb.q
processes, and the history of workplace injuries and
illnesses. Inspections are conducted by managers or
supervisors and employees who, through experience or
training, are able to identify actual and potential hazards.
and who understand sale work practices. It is important to
be able to recognize potential health hazards so you can
arrange {or sampling and analysis to determine if a hazard
exists,

Know which CAL/OSHA standards contained in Title §
of the California Administrative Code apply to your
workplace and use them to identify potential hazards. A
CAL/OSHA Consultation Service consultant can assist you
in identifying standards which are applicable to your work.

2. Your employees know to (el you or their supervisors of
possibly hazardous sitvations. and they know that their
reports will be given prompt and serious altention. When
you in turn let them know that the situition was correcied
{or why it wasn't hazardous), you create a system where
your employees will continue to report hazards promptly
and elfectively.

I
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3. Workpiace equipment is maintained in safe and goad
working condition. In addition to what is required by
CAL/OSHA standards, your own program monitors the
operation of workplace equipment and makes sure that
routine preventive maintenance is conducted. This makes
Bood safety sense. and proper maintenance can prevent
costly breakdown,

4. You've established procedures o investigate any
workpiace accidents or near-miss tncidents and reported
injuries and illnesses, This helps vou identify the causes
and needed corrections, and can help vou determine why
accidents occur. where they happen, and any accider
trends. Such information is critical in preventing and
controlling hazards and future accidents,

5. Hazards are corrected as soon as they are ideniified. For
any that can't be immediately Corrected. vou set a target
date for correction based on such considerations a5 the
probability and severity of an injury or illness resuiting
from the hazard: the avattability of needed equipment,
materials and/or personnel; time for delivery,
instailation. modification or construction; or training
periods. Interim protection is provided (g emplovees who
need it while correction of hazards is proceeding. A
written tracking svstem such as 4 log helps vou monitor
the progress of hazard correction.



Safety Planning, Rules and Work Procedures

Planning for safety and health isan important part of your
job as a manager. Safety and health should be part of every
business decision, inciuding purchasing, engineering,
changes in work processes, and planning for emergencles
that could arise. Planning for safety and health includes the
tevelopment of general rules for safe conduct, procedures

or doing specific jobs safely, and a system for enforcing
safety and health rules, Your safety and heaith planaing is
effective when your workplace has:

I. General safety and health rules which are written and
apply to everyone, such as personal protective equipment
requirements, clothing appropriate for the job, behavior
expected of all employees, or emergency exit procedures
and how to follow them safely. You and your employees
review and update all rules periodically to make sure they
reflect present conditions. If conditions exist for which
there are no rules, new ones are made. Those no longer
applicable are dropped.

2. Safe and healthful work practices which have been
developed for each specific job your employees do. These
procedures are not necessarily complicated but they do
protect against any hazards that are part of the tasks the
workers perform. Workers in surrounding areas also
benefit from the safe work procedures their co-workers
use.

3. Disciplinary procedures which help make sure that your
safety rules and work procedures are put into practice and

_ enforced. Your company's disciplinary procedures ensure
that violations of the rules are dealt with fairly but firmly,
and thatallemployees are aware of these procedures. You
provide reorientation or retraining when it's needed, and

a system of rewards to reinforce good safety performance.

4. A written plan for what you and your employees will doin
case of emergency. Some emergency procedures suc;lm__us
procedures for medical emergencies or lire evacuation,
are mandated by CAL/OSHA regulations,

fn your plai, you've prepared a list of emergencies which
could arise, and mapped out a set ol procedures in response
to each situation. You know in advance who will do what.
and your employees have been trained on what they should
do. ©o -

Safety and Health Training

Hazardous
Substances

This aspect of your program brings new ideas into the
workplace, or re-establishes existing ideas and practices. and
puts the other three elements of your program into action.

Your employees benefit (rom salety and health training
through fewer work-related injuries and illnesses, reduced
stress and worry caused by exposure to hazards, and, in
some cases, material gains from incentive awards (both
production incentives and salety awards). You benefit from
reduced workplace injuries and illnesses, increased
productivity, lower costs, higher profits. and a more
cohesive and dependable work force.

An effective safety and health program includes training
for both supervisors and employees. At first you may need
outside professionals such as CAL;OSHA Consuliation
Service consultants or factory representatives to help vou
conduct the training. Eventually you should develop yvour
own in-house training capabilities so that vou can provide
training specific to the needs of your workplace and your
employees. Your training efforts are successful when:
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L. Your supervisors know:

¢ that they are key figures i.n'lhe implementation and
~ overall success of your safety and health program.

® the importance of establishing and maintaining safe
and healthful working conditions.

© the hazards associated with each job: how to recognize
them; their potential effect on the employees; and the
rules, procedures and work practices for controiling
exposure to those hazards,

¢ how to refate this information to employees by setting
good examples and instructing them in and making
sure that they understand and follow siale procedures.

®* howto investigate accidents and how to take corrective
and preventive action.

e

Your employees know:

® that the success of the company’s safety and healih
progam depends on their actions as welt as yours.

* the safe work procedures for their jobs and how these
procedures protect against-exposure to hazards,

¢ when personal protective equipmient (PPEY is required
or needed, how to use it,and how to maintain it in good
condition,

* what to do in case of an emergency that may occur in
the workpiace.

An effective salety and health progrum'rcquires proper
Job performance from everyone in the workplace.

As the employer, you must ensure that ajl employees
know about the materials and equipment they are working
with. what known hazards are present, and how you have
controlled or intend 10 eliminate them,

Each individual empioyee needs to know and understand
the following {especially if they have been included in your
safety and health policy or in a “code of safe practices™):

* Noemployee is expected to undertake a job until he orshe

has received instructions on how to do it properly and has *

been authorized 1o perform the job.

* No employee should undertake a job that appears to be
unsafe or use chemicals without understanding their toxic
properties,

* Mecchunical saleguards must be in place, and kept in pla-e.
{
® Luch employee is expected to report to you all unsa,
conditions encountered during work,

® Any injury'or iltness suffered by an employee, even a slight
one, must be reported to you at once,

In addition to the above, any safety rules that are a
condition of employment, such as the use of safety shoes or
eye protection, should be explained clearly and enforced.

Your supervisors must know how to train their employees
in the pruper way of doing their jobs, Encourage and
consider providing your supervisors with supervisory
training. (Many community colleges offer managentent
training courses at little or no cost.)

In addition, there are some specific training requirements
in the CAL/OSHA standards which you must meet. A
CAL/OSHA Consultation Service consultant can advise
you on these training requirements.

Particular attention must be givento your new employees,
I you train them during the [irst few hours and days to do
things the right way, you may avoid considerabie losses over
a period of lime. ' _ -
' LY

At the same time, pay attention to your regular
employees, including the old timers. Old habits can be wrong
habits. An employee who continues 1o repeat an unsale
procedure is not working safely, even if an accident has not
resulted from this condition.

Here are some less specific indicators which might show
need for training or retraining: '
¢ Excessive wiaste or scrap
® High labor turnover

® An increase in the number of “near misses" which could
have resulted in injuries or illnesses.

® A recent upswing in your actual accident experience.
® High injury or illness incidence.
* Expansion of operations or new emplovment.

* A change in your Process, or a new process with new
equipment,

* Employee requests for ear plugs, respirators or other
proteclive devices.

* Repeated questioning by employees seeking answers
which may seem obvious to you, -



By incorporating the four elements of {I) management
commitment, (2) hazard assessment and control, (3) safety
alanning, rules and work procedures, and (4) training into

wr program and adapting them to the changing work
cnvironment, you can develop and implement an effective
safety and health program,

GETTING STARTED

Put these elements together and come up with a plan to
suit your workplace.

Decide exactly what you want to accomplish, and
determine what steps are necessary to achieve your goais.
Then plan out how and when each step will be done, and who
will do it—and put this plan in writing.

In developing the plan, consider your company’s
immediate needs and provide for ongoing worker
protection.

If you have difficuity is deciding where to begin, cali the
CAL/OSHA Consultation Service for assistance. A
Consultation Service consultant will help you determine
what is needed to make your safety and health program
effective. The consultant will work with you to develop a
plan for making these improvements, and to establish

. wrocedures for making sure that your program stays

‘ective. .

ESTABLISHING A SAFETY AND HEALTH
PROGRAM

The lollowing sections describe the process that you might
go through in establishing a safety and health program.
Remember that you don't have to do everything described in
this manual at once.

Assign Responsibilities

Decide who in your company is the appropriate person to
manage this program. Who can make sure that the safety
and health program becomes an integral part of the
business? In many cases, it's the owner. Sometimes the plant
manager or a ranking member of the management team
would be the one to develop and implement the program, It
could even be an engineer, personnel speciatist or other stalf
member.

The success of your program hinges on the individual you
choose, and he or she cannot succeed without your full
ooperation and support,

Remember, though, that even when youappoint someone
as your safety manager and delegate the authority to manage
the program, the ultimate responsibility for safety and
health in your workpiace still rests on you.
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And, when considering responsibility, don’t {forge -
include all of your employees. Give cach employee traini
and responsibility to follow your safety and heal
procedures and to recognize and report hazards in his or he:
immediate work area. Alsa, inform each employee of his or
her responsibtlity under Labor Code Section 6407, which
requires that every employee shall comply with occupational
safety and health standards applicabie to their own actionrs
and conduct.

Look at What You Have

Before you make any changes in your safety and health
operations, gather as much information as possible about
the current conditions at your workplace and about business
practices that are already part of your safety and health
program. This information can heip you identify anv
workplace problems and see what's involved in solving
them.

The assessment of your workplace should be conducted
by the person responsible for the safety and health program
and/or a professional occupational safety and heaith
consultant. It consists of two major activities.

The first is a comprehensive safety and health survey of
your facility, designed to identify any existing or potential
safety and heaith hazards. This initial survey should focus on
evaluating workplace conditions with respect to safety and
health regulations and generaily-recognized safe and
healthful work practices; checking on the use of any
hazardous materials; observing empioyee work habits and
practices; and discussing safety and health problems with
employees.

On pages [7-32 you will find checklists designed to assist
you in this fact finding.

The Survey Should Include:

l. EQUIPMENT—Make a list of your major equipment,
your major operations, and the principal locations of
each. Special attention should be given to inspection
schedules, maintenance activities and your facility's
layout.

2, CHEMICALS—Make a-list of all the chemicals used in
your workplace, abiain material salety data sheeis on all
the materials used, uud learnabout the toxic properties of
the chemicals.

Make sure that you have available those CAL/OSHA
standards applicable to your type of operation,
equipiment, processes, materials, etc. These standards
should be the base line for vour own sell-inspections and
are useful in determining what specific changes need Lo he
made when hazards are identified. Most places of
employment come under ‘the CAL/OSHA General
Industry Safety Orders. However, il you are involved
with construction or another specialized industry. you
will need the standards which apply to that industry as
well,



The second major activity in assessing your workplace
is an evaluation of your existing safety and heaith
program to identify areas that may be working weil and

" those that may need improvement, :
Examine Your Company’s:

l. Accident, injury or iIIncs; data,

2. Workers’ compensation costs,

3. Rates of employee turnover or absenteeism.

4. Information on safety and health activities ongoing or
previously tried,

5. Company policy statements.

6. Rules (both work and safety),

7. Guidelines for proper work ;;racticcs and procedures,
8. Records of training programs,

9. Compliance with the requirements of California’s Right
To Know Law and Hazard Communication Standard. .

10. Employee capabilites— Make an alphabetical list of ajl
employees, showing the dates they were hired. what
their jobs are, and what experience and training they
have had. Special attention shiould be given to new
employees and employees with handicaps.

Il Joint labor-management safety and health committee.

activities.

12, Other e¢mployee involvement programs,

Alter all“the facts have been gathered, look at how the
information on your workplace corresponds with the four
critical components of a safety and heaith program:
management commitment; hazard assessment and control
procedures; safety planning, rules, and work procedures:
and salety and health training programs. You may find that
you are already well on your way toward having a good
safety and health -program.

Develop an Action Plan

An action pian is a specific written description of
problems and solutions—it can and should be changed to
correspond with changes in the workplace,

A good action plan has two parts. One is an overall {ist of
the major changes or improvements that are needed to make
yoursafety and health program effective. Assign each itema
priority and a target date for completion. and identify the
person who will monitor or direct each action.

The second part of an action plan involves taking *h
major change or improvement listed and working «
specific plan for making that change. Write out wiat ¥
want 16 accomplish, the steps required, who would be
assigned to do what, and when you plan to be finished. This
part of the action pian heips you keep track of program
improvements so that details do not slip through the cracks,
Worksheets that may help you design an overall action plan
and describe specific action steps appear on pages 15— |6
of this manuali,

Take Action

Put your plan into action with the item that has been
assigned the highest priority. Make sure it's realistic and
manageable, then address the steps that you've written out
for that item,

You can, of course, work on mare than one itemata time.
The priorities may change as other needs are identified or as
your company’s resources change.

Open communication with your employees is crucial 1o
the success of your efforts. Their cooperation depends on
understanding what the safety and health program is all
about, why it is'important to them, and how it affects.their
work. The more you do to keep them informed of the
changes you are making, the smoother your transition wil{‘
be.

By putting your action ptan into operation at your
waorkplace, you will have taken a major step toward having
an effective safety and health program. Remember, a safety
and health PROGRAM is a PLAN put into PRACTICE.

Review Your Progress

Every so often, (quarterly, semi-annually or annually}
take a careful look at each critical component in your safety
and health program to determine what is working well and
what changes are needed. When you identify improvements
that should be made, you have the basis for new salety and

“health objectives for the coming year,

SAFETY AND HEALTH RECORDKEEPING

No operation can be successful  without adequate
recordkeeping. Re'cordkeeping enabies you to learn from
past experience and 1o make corrections for [(uture
aperations. Records of accidents, related injuries, illnesses
and property losses can serve the same purpose, if they are
used the same way. Under CAL/OSHA recordkeeping
requirements. information s gathered and stored
concerning accidents that have happened. When the facis
have been determined, causes can often be identified and
control procedures instituted Lo prevent a similar illness or
injury from happening again,

L



injury and lliness Records

The injury and illness recordkeeping requirements under
CAL/OSHA require a minimum amount of paperwork.

These records will provide you with one measure for
evalualing the success of your safety and health activities:
success would generzally mean a lack of, ora reduced number
of, employee injuries or ilinesses during a calendar year.

There are five important steps required by the
CAL/OSHA recordkeeping system:

[. Obtain a report on every injury or illness requiring
medical treatment.

2. Recordeachinjuryoriliness onthe CAL/OSHA Logand
Summary of Occupational Injuries and Illnesses,
CAL/OSHA Form No. 200, according to the instructions
provided.

3. Prepare a supplementary record of occupational injuries
and illnesses on recordable cases on OSHA Form No. 10!
or workers' compensation reports {Form 502{, etc.)
giving the same information.

4, Every year, prepare the summary CAL/OSHA Form No.
200, post it no later than February 1, and keep it posted
where employees can see it until March 1.

5. Maintain the last five years of these records in your files.

During the year, periodically review these records to see
where your injuries and illnesses are occurring and in what
numbers. Look for any patterns or repeat situations. Thesc
records can help you identify hazardous areas in your
workplace and pinpoint where immediate corrective action
is needed.

Since the basic CAL/OSHA records include only
reportable injuries and illnesses, you might consider
expanding your system to inclade all “incidents™, even those
where no injury or illness resulted. Such information will
assist you in pinpointing unsafe conditions and/or
procedures. -

Exposure Records

The injury and illness records may not be the only records
you will need to maintain, Certain CAL/OSHA standards
which deal with toxic substances and hazardous exposures
require records of employee exposure to these substances
and sources, physical examination reports, empioymenl
records, elc.

Employers using any of the regulated carcinogens have
additional reporting and recordkeeping requirements. See
Titie & of the Califernia Administrative Code {or detailed
requirements.
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Documentation Of Your Activities

Essential records, including those legally required for
workers’ compensation,.insurance audits, and government
inspections must be maintained for as long as the actual need

. L]
exists,

Keeping written records of your activities, such .as of
policy stalements, training sessions for management and
employees, safety and health meetings held. information
distributed 1o employees; medical arrangements made, etc.,
is strongly recommended. These records will also aflford an
efficient means for reviewing your current safety and health
activities for better control of your operations and to pian
future improvements.

SOURCES OF INFORMATION AND HELP

The CAL/OSHA Consultation Service can suggest
sources, both governmental and private, for information.
advice and training aids which can help you in developing
and maintaining your safety program. A surprising amount
ol assistance can be obtained at no cost to you, if you take
the time to inquire. In those cases where money must be
spent, it is usually money well spent.

CAL/OSHA Consultation Service

Employers who need help in developing, improving or
maintaining a safe and healthful employment can obtain
FREE professional assistance from the CAL/OSHA
Consultation Service on any of the issues or activities
described in this booklet:

CAL/OSHA consultants will help employers by:

s |dentifying actual and potential safety or health hazards
in the workplace and finding workable solutions to
eliminate or control them.

o Identifving kinds of help available to emplovers if further
technical assistance is needed.

s Providing a written report summarizing the hindings of
any consullation visit.

® |nterpreting applicable saflety and health standards.

* Assisting in the establishment or improvement of
worksite safety and health programs.

* Helping develop and/or conduct safers and health
training of both supervisory and non-supervisory
personnel.



All services of the CAL/OSHA Consuttation Service gre
FREE upon request and are eéntirely separate and distinet
from the enforcement activities of the Division of
Occupational Safety and Health (DOSH). Consultants do
not issue citations or assess penalties,and they do notinform
the Division of Occupational Safety and Health about their
work with an employer.

Any employer who has had a wall-to-wall survey by the
CAL/OSHA Consultation Service, and has an effective
safety and health program in operation, will have greatly
reduced the likelihood of citations or penalties if inspected
by the Division of Occupational Safetyand Health (DOSH).

Employers with fixed worksites and having 250 or less
employees at a specific worksite can now be exempt from a
routine scheduled inspection by the Division of
Occupational Safety and Health by participating in a
voluntary compliance program, '

To abtain assistance or infermation from the CA L/OSHA
Consultation Service, contact any of the offices listed heiow
or call toll free from anywhere in California by dialing 800-
652-1476,

CAL/0OSHA CONSULTATION SERVICE

OFFICES
EMERYVILLE ................. . {415) 658-0900
5801 Christie Ave,, Suite 485
94608
SACRAMENTO......... ... ... {916) 920-6131
2424 Arden Way, Suite 90
95825
FRESNO ....................... (209) 445-5072
3374 E. Shieids Ave,, Suita D-21
93726
DOWNEY ..................... {213) 861-9993
8535 E. Florence Ave,, Suite 200
90240
SANDIEGO ................... (619) 279-3771
8555 Aero Dr., Suite 200
92123
SAN BERNARDINO ...... . ... . {714) 383-4257
303 W. Third Street, Rm. 219
92401
CAL/OSHA CONSULTATION SERVICE
HEADQUARTERS
525 Golden Gate Ave., 2nd Floor, San Francisco,
CA 94102

(415) §57-2870

Fellow Businesspeopie
¢
. 4

One of the best sources for information and assistan.
your feflow businesspeople, It is likely that businesses
similar to yours have encountered similar problems. It is also
possible that at least one of them has [ound 2 sithple,
efficient solution. Most managers are willing to share
information in the area of safety and health.

¢ Most equipment manufacturers have become quite
concerned with safety in the use of their products. in order
to help their customers and potential customers, and to
minimize their liability in the event of adverse legal action,
they are more than willing to furnish advice and
engineering information to enhance sale operation of their
eyuipment.

¢ Many workers' compensation carricrs, as well as many
ltability and [ire insurance compunies, conduct periodic
inspections and visits to eviluate safety and health
hazards. Contact your carrier and see what it has to offer.

® Many trade associations and employer groups emphasize
safety and health matters to better serve their members, If
youarea member of sucha group, find out what it is dg'
to assist its members. If you are not a member, lind oi“
these groups are circulating - their materials to non-
members,.as many do. '

® Il your employees are organized, coordinate with their
unions and take joint action to solve problems and correct
hazards. Many trade unions have safety and health
expertise they are willing to share.

* The National Safety Councit has a broad range of
informational services available. If there isa local chapter,
call or visit it 1o obiain material pertaining to vour
business, If a local chapter is not nearby, vou can write 1o

National Salety Council
425 North Michigan Ave.
Chicago, IL 60611

¢ The yeliow pages of your telephone directory lisy many
companies which specialize in items and services relating
to salety, health, and fire prevention. Most of them have
extensive experience and knowledge in sai'elywela!e{’
subjects, and are willing to lurnish information and advict

{0 you.
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SUGGESTED OUTLINE FOR A SAFETY AND HEALTH PLAN

. Management Commitment

A, Policy Statement
May include safety and health goals

IHustrates management involvement in
workplace safety and health
B. Objectives for the Safety and Health Program

Based on the priorities of your workplace

Should be measurable with timeframes for.

completion
C. Assignment of Responsibility for Safety and Health

Descriptions of duties

Policy on accountability

ll. Hazard Assessment and Control

A, Hazard Assessment and Correction

Initial survey by CALfOSHA consultant or other
professional

Periodic surveys and sampling
Employee reporting of hazards
Tracking of identified hazards and their correction

B. Accident Investigation

Identification of causes and their correction
Preventive actions

Monitoring workplace injuries and ilinesses

C. Recordkeeping

CAL/OSHA 200 (Log and Summary of
Occupational Injuries and [llnesses)

Material Safety Data Sheets

Employee access to personal medical and exposure
records

Other required or appropriate records

D. Equipment Monitoring and Maintenance Program

Production equipment

Personal protective equipment

14

111, Safety Planning, Rules, and Work Procedures

A. Controi of Potential Hazards

With regard to equipment design, purchasing,
engineering, maintenance, and production

B. Safety Rules

General
Specific Lo tasks, based on safe work procedures

System {or informing employces
C. Work Procedures

Analysis of tasks to develop safe work procedures

Implementation

D. Employee Involvement

Reporting hazards
Enforcement of rules

Discipiinary procedures and reorientation

E. Emergency Procedures

First aid
Emergency medical

Fire, egress

. Safety and Health Training (Initial and

Refresher)

A, Supervisors
Salety and health policy, rules, and procedures

Hazards of the workplace and how they are best
controtled

Accident Investigation

B. Employees

New employee safety or.ienl;nion

General and specific rules

Use of personal prolective equipment
Preparation for emergencies

Training required by CAL/OSHA standards

Safe work procedures



WORKSHEET

15

N Gl
‘6
‘8
. "
‘9
'S
R4
-—
‘£
'z
—_—
a1eQ eleq (saquenpy 1
uonsjdwoy uonsidwon v doig yoeg
lenyay pe19ssfosy ubissy} Adsoug uexe aq oy sdeyg uanay Jofepy

NV1d NOILOY TIVH3IAO



WORKSHEET

‘€
'
ajeQq | paijsunacauly aieg paubissy
uonadwoy shejag uonsjdwo) suosiad
jemay /SWagqodd poidaload ‘1

pannbay sdayg oyvedg

uaje] 8q o1 uondy jo uonduassq

d31S NOILLOV

K | .

16



SELF-INSPECTION CHECK LISTS

These check lists are by no means all-inclusive, You should add to them or delete o
portions or items that do not apply 1o your operations. However, carefully consider
each item as you come 10 it and then make your decision.

EMPLOYER POSTING

8 Isthe CAL/OSHA Poster “Safety and Health Protection
on the Job” displayed in a prominent location where all
employees are likely to see it?

O Are emergency telephone numbers posted where they
can be readily found in case of emergency?

] Where employees may be exposed to any toxic sub-
stances or harmful physical agents, has appropriate
information concerning employee access to medical and
exposure records, and “Material Safety Data Sheets",
etc., been posted or otherwise made readily available to
affected employees?

O Are signs concerning “Exiting from buildings”, room
capacities, floor loading, exposures to x-ray, microwave,
or other harmful radiation or substances posted where
appropriate?

0 Are other California posters properly displayed, such as:

Industrial Welfare Commission orders regulating
wages, hours, and working conditions?

Discrimination in employment prohibited by law?

Notice to employees of unemployment and disabil-
ity insurance?

Payday Notice?

Summary of occupational injuries and illnesses
posted in the month of February?

RECORDKEEPING

O Are all occupational injury or illnesses, except minor
injuries requiring only first aid, being recorded as
required on the Cal/OSHA Form 200?

O Are employee medical records and records of emplayee
¢xposure to hazardous substances or harmful physical
agents up-to-date?

I Have arrangements been made to rmaintain required
records for the legal period of time for each specific type
record? (Some records must be maintained for at least
40 years.)

0O Are operating permits and records up-to-date for such
items as elevators, air pressure tanks, liquefied petro-
leum gas tanks, etc.?

SAFETY AND HEALTH PROGRAM me

O Do you have an active sufety and health program
in operation? . C

0O Isone person clearly responsibie for the overall activities
of the safety and health program?

0O Do you have a safety committee or group made up of
management and labor representatives that meet regu-
larly and report in writing on its activities?

O Do you have a working procedu;'e for handling in-house
employee complaints regarding safety and health?

0 Are you keeping your employees advised of the suceess-
ful effort and accomplishments you and/or your safety
committee have made in assuring they will have a work-
place that is safe and heaithful?

MEDICAL SERVICES AND FIRST AID

O Do you require each employee to have a pre-employ-
ment physical examination?

O Is there a hospital, clinic, or infirmary for medical care in
proximity of your workplace?

O If medical and first aid facilities are not in proximity of
your workplace, is at least one employee on each shift
currently qualified to render first aid?

O Are medical personnel readily available for advice and
consultation on matters of employees’ health?

0 Are emergency phone numbers posted?

O Are first aid kits easily accessible to each work area, with
necessary supplies available; periodicaily inspected and
replenished as needed?

O Have first aid kit supplies been approved bya physician
indicating that they are adequate for a particular ares {
operatiorn? )

O Are means provided for quick drenching or Alushing of
" the eyes and body in areas where corrosive liquids or
materials are handled?
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FIRE PROTECTION

£J Is your local fire department well acquainted with your
_facilities, its location and specific hazards?

:j If you have a fire alarm system, is it certified as required?

O If you have a fire alarm system, is it tested at least
annualty?

O If you have interior stand pipes and valves, are they
inspected regularly?

O If you have outside private fire hydrants, are they
flushed at least once a year and on a routine preventive
maintenance schedule?

O Are fire doors and shutters in good operating condition?

O Are fire doors and shutters unobstructed and protected
against obstructions, including their counterweights?

O Are fire door and shutter fusable links in place?

O Are automatic sprinkler system water control valves, air
and water pressures checked weekly/periodically as
required?

{0 Is the maintenance of automatic sprinkler systems as-

signed to responsible persons or to a sprinkler contractor? -

£} Are sprinkler heads protected by metal guards, when
exposed to physical damage?
B Is proper clearance maintained below sprinkler heads?
{J Are portable fire extinguishers provided in adequate
. number and type?
" .J Are fire extinguishers mounted in readily accessible
locations?

8 Are fire extinguishers recharged regularly and noted on
the inspection tag? '

0O Are employees periodically instructed in the use of extin-
guishers and fire protection procedures?

PERSONAL PROTECTIVE EQUIPMENT
AND CLOTHING

0] Are protective goggles or face shields provided and worn
where there is any danger of flying particles or corrosive
materials?

{1 Are approved safety glasses required to be worn at all
times in areas where there is a risk of eye injuries such as
punctures, abrasions, contusions or burns?

0O Are employees who need corrective lenses (giasses or
contacts) in working environments having harmful expo-
sures, required to wear only approved safety glasses,
protective goggles, or use other medically approved pre-
cautionary procedures?

0O Are protective gloves, aprons, shields, or other means
provided against cuts, corrosive liquids and chemicals?

Are hard hats provided and worn where danger of falling
objects exists?

(1 Are hard hats inspected periodically for damage to the
shell and suspension system?
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0O ls nppropriaté foot protection required where there is the
risk of foot injuries from hot, corrosive, poisonous sub-
stances, falling objects, crushing or penetrating actions?

] Are approved respirators provided for regular or emer-
gency use where needed?

{1 Is ali protective equipment maintained in a sanitary con-
dition and ready for use?

0 Do you have eye wash facilities and a quick Drench
Shower within the work area where employees are ex-
posed to injurious corrosive materials?

{1 Where special equipment is needed for electrical work-
ers, is it available?
[0 When lunches are eaten on the premises, are they eaten

in areas where there is no exposure to toxic materials or
other health hazards?

O lIs protection against the effects of occupational noise
exposure provided when sound levels exceed those of the
Cal/OSHA noise standard?

0O Are adequate work procedures, protective clothing and
equipment provided and used when cleaning up spilled
toxic or otherwise hazardous materials or liquids?

GENERAL WORK ENVIRONMENT

[} Are alt worksites clean and orderly?

O Are work surfaces kept dry or appropriate means taken
to assure the surfaces are slip-resistant?

O Are all spilled materials of liquids cleaned up imte-
diately?

(3 Is combustible scrap, debris and waste stored safely and
removed from the worksite promptly?

0 Are accumuiations of combustible dust routinely removed
from elevated surfaces including the overhead structure
of buildings, etc.?

O Is combustible dust cleaned up with a vacuum system to
prevent the dust going into suspension?

0O Is metailic or conductive dust prevented from entering or
accumulating on or around electrical enclosures or equip-
ment?

O Are covered metal waste cans used for oily and paint-
soaked waste?

{7 Are all oil and gas fired devices equipped with Name
failure controls that will prevent flow of fuel if pilots or
main burners are not working?

0O Are paint spray booths, dip tanks, etc., cleaned regularly?

0O Are the minimum number of toilets and washing facilities
provided?

O Are all toilets and washing facilities clean and sanitary?
0O Are all work areas adequately illuminated?

0 Ace pits and floor openings covered or otherwise guarded?



WALKWAYS

{J Are aisles and passageways Kept clear?
O Are aisles and walkways marked as appropriate?
O Are wet surfaces covered with non-slip materials?

O Are holes in the floor, sidewalk or other walking surface
repaired properly, covered or otherwise made safe?

O Is there safe clearance for walking in aisles where motor-
ized or mechanical handling equipment is operating?

O Are materials or equipment stored in such a way that
sharp projectives will not interfere with the watkway?
O Are spilled materiais cleaned up immediatel_y?

O Are changes of direction of elevations readily iden-
tifiable? :

U Are aisles or walkways that pass near mMaving or operat-
ing machinery, welding operations or similar operations
arranged so employees will not be subjected to potential
hazards?

O Is adequate headroom provided for the entire length of
any aisle or walkway? '

0 Are standard guardrails provided wherever ajsle or walk-
way surfaces are elevated more than 30 inches above any
adjacent floor or the ground?

{0 Are bridges provided over conveyors and similar hazards?

FLOOR AND WALL OPENINGS

O Are floor openings guarded by a cover, a guardrail, or
equivalent on all sides {except at entrance to stairwa ys or
ladders)? :

L3 Are toeboards installed around the edges of permanent
floor opening (where persons may pass below the opening)?

O Are skylight screens of such construction and mounting
that they will withstand a ioad of at least 200 pounds?

O Is the glass in windows, doors, glass walls, etc., which are
subject to human impact of sufficient thickness and type
for the condition of use?

O Are grates or similar type covers over fioor openings such
as floor drains, of such design that foot traffic or rolling
equipment will not be affected by the grate spacing?

U) Are unused portions of service pits and pits not actually
in use either covered or protected by guardrails or equiv-
alent? '

O Are manhole covers, trench covers and similar covers,
Plus their supports designed to carry a truck rear axie
load of at least 20,000 pounds when located in roadways
and subject to vehicle traffic?

& Are floor or wall openings in fire resistive construction
provided with doors or covers compatible with the fire
rating of the structure and provided with self closing
feature when appropriate? ’

STAIRS AND STAIRWAYS i

O Are standard stair rails or handrails on all stairu}é{
having four or more risers?

'O Are all stairways at least 22 inches wide?

(0 Do stairs have at least a 6'6” overhead clearance?

0 Do stairs angle no more than 50 and no iess than 30
degrees?

O Are stairs of hollow-pan type treads and landings filled 1o
noising level with solid material?

O Are step risers on stairs uniform from top to bottomn, with
no riser spacing greater than 7Y, inches?

O Are steps on stairs and stairways designed or provided
with a surface that renders them slip resistant?

I Are stairway handrails located between 30 and 34 inches
above the leading edge of stair treads?

O Do stairway handraiis have at least { V2 inches of clear-
ance between the handrails and the wall or surface they
are mounted on?

O Are stairway handrails capable of withstanding a load of
200 pounds, applied in any direction?

0O Where stairs or stairways exit directly into any area
where vehicles may be operated, are adequate barriers
and warnings provided to prevent employees stepping(‘
into the path of traffic? )

G- Do stairway landings have a dimension measured in the

. direction of travel, at least equal to the width of the
stairway? i

O Is the vertical distance between stairway landings limited
to 12 feet or less? )

O Is a stairway provided to the roof of each building four or
Mmore stories in height, provided the roof slopeis4in 12 or
lesg?

ELEVATED SURFACES

0O Are signs posted, when appropriate, showing the elevated
surface load capacity?

0 Are surfaces elevated more than 30 inches above the
floor or ground provided with standard guardrails?

Q) Are all elevated surfaces {beneath which people or
machinery could be exposed to falling objects) provided
with standard 4-inch toeboards?-

B Is a permanent means of access and egress provided to
elevated storage and work surfaces?

0 Is required headroom provided where necessary?

O Is materiai on elevated surfaces piled, stacked or racked
inamanner to preventit from tipping, failing, collapsing,
rolling or spreading?

O Are dock boards or bridge plates used when transferring
materiais between docks and trucks or rail cars?
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EXITING OR EGRESS

) Are all exits marked with an exit sign and illuminated
by a reliable light source?

0O Are the directions to exits, when not immediately appa-
rent, marked with visible signs?

O Are doors, passageways or stairways, that are neither
exits nor access to exits and which could be mistaken for
exits, appropriately marked “NOT AN EXIT", "TO
BASEMENT", “STORERQOOM", etc.?

[7 Are exit signs provided with the word "EXIT” in letter-
ing at least 5 inches high and the stroke of the lettering at
least ¥ inch wide?

O Are exit doors side-hinged?
O Are all exits kept free of obstructions?

O Are at least two means of egress provided from elevated
" platforms, pits or rooms where the absence of a second
exit would increase the risk of injury from hot, poisonous,
corrosive, suffocating, flammable, or explosive substances?

O Are there sufficient exits to permit prompt escape in case
of emergency?

O Are special precautions taken to protect employees dur-
ing construction and repair operations?

0 Is the number of exits from each floor of a building and
*, the number of exits from the building itself, appropriate
, for the building occupancy load?

O Are exit stairways which are required to be separated
from other parts of a building, enciosed by at least two
hour -fire-resistive construction in buildings more than
four stories in height, and not less than one-hour fire
resistive construction elsewhere?

0O When ramps are used as part of required exiting from a
building, is the ramp slope limited to 1 ft. vertical and 12
ft. horizontal?

] Where exiting will be through frameless glass door, glass
exit doors, storm doors, etc., are the doors fully tempered
and meet the safety requirements for human impact?

EXIT DOORS

O Are doors which are required to serve as exits designed
and constructed so that the way of exit travel is obvious
and direct?

() Are windows which could be mistaken for exit doors,
made inaccessible by means of barriers or railings?

~1 Are exit doors openable from the direction of exit travel
' without the use of a key or any special knowledge or
effort when the building is occupied?

O Is a revolving, sliding or overhead door prohibited from
serving as a required exit door?
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O Where panic hardware is instzalled on a required exit
door, will it allow the door to open by applying a forceaf=-
15 pounds or less in the direction of the exit traffic?

O Are doors on cold storage rooms provided with an inside
release mechanism which wili release the latch and open
the door even if it’s padlocked or otherwise locked on the
outside?

O Where exit doors open directly onto any street, alley or
other area where vehicles may be operated, are adequate
barriers and wamings provided to prevent employees
stepping into the path of traffic?

O Are doors that swing in both directions and are located
between rooms where there is frequent traffic, provided
with viewing panels in each door?

PORTABLE LADDERS

0O Are ali ladders maintained in good condition, joints
between steps and side rails tight, all hardware and fit-
tings securely attached and moveable parts operating
freely without binding or undue play?

] Are non-slip safety feet provided on each ladder?

& Are non-slip safety feet provided on each metal or rung
ladder? :

O Are ladder rungs and steps free of grease and oil?

0 Is it prohibited to place a ladder in front of doors opening
toward the ladder except when the door is blocked open.
locked or guarded?

O Is it prohibited to place ladders on boxes, barrels, or other
unstable bases to obtain additional height?

0 Are employees instructed to face the ladder when
ascending or descending?

[J Are empioyees prohibited from using ladders that are
broken, missing steps, rungs, or cleats, broken side rails
or other faulty equipment?

[J Are employees instructed not to use the top step of ordi-
nary stepladders as a step?

00 When portable rung ladders are used to gain access to
elevated platforms, roofs, etc., does the ladder always
extend at least 3 feet above the elevated surface?

0O Is it required that when portable rung or cleat type
ladders are used, the base is so placed that slipping will
not occur, or it is lashed or otherwise held in place?

0O Are portable metal ladders legibly marked with signs
reading "CAUTION" - Do Nat Use Around Electrical
Equipment” or equivalent wording?

{0 Are employees prohibited from using ladders as guvs.
braces, skids, gin poles, or for other than their intended
purposes?

O Are employees instructed to only adjust extension iad-
ders while standing at a base (not while standing on the
ladder or from a position above the ladder)?
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O Are metal ladders inspected for damage?

O Are the rungs of laddets uniformly spaced at 12 inches,
center to center? '

HAND TOOLS AND EQUIPMENT e

O Are all tools and equipment (both company and employ-
ee-owned) used by employees at their workplace in good
condition?

0O Are hand tools such as chisels, punches, etec. which
develop mushroomed heads during use, reconditioned or
replaced as necessary? :

0O Are broken or fractured handles on hammers, axes and
similar equipment replaced promptly?

0 Are worn or bent wrenches replaced fegularly?
0O Are appropriate handles used on tiles and similar tools?

OAre employees made aware of the hazards caused by
fauity or improperly used hand tools?

O Are appropriate safety glasses, face shields, etc, used
while using hand tools or equipment which might pro-
duce flying materiais or be subject to breakage?

0O Are jacks checked periodically to assure they are in good
operating condition?

O Are tool handles wedged tightly in the head of ail toois?

O Are tool cutting edges kept sharp so the tool will move
smoothly without binding or skipping?

O Are tools stored in dry, secure location where they won't
be tampered with?

O Iseye and face protection used when driving hardened or
tempered spuds or nails?

PORTABLE (POWER OPERATED) TOOLS
AND EQUIPMENT

O Are grinders, saws and similar equipment provided
with appropriate safety guards?

O Are power tools used with the correct shieid, guard, or
attachment, recommended by the marnufacturer?

O Are portabie circular saws equipped with guards above
and below the base shoe?

O Are circular saw guards checked to assure they are not
wedged up, thus leaving the lower portion of the blade
unguarded?

(1 Are rotating or moving parts of equipment guarded to
prevent physicai contact?

O Are all cord-connected, electrically -operated tools and
equipment effectively grounded or of the approved doy-
ble insuiated type?

{0 Are effective guards in place over beits, pulleys, chains.
sprockets, on equipment such as concrete mixe s, air
COMmpressors, etc.? {“'

O Are portable fans provided with full guards or scré.
having openings Y2 inch or less?

O Is hoisting equipment available and used for lifting
_heavy objects, and are hoist ratings and characteristics
appropriate for the task?

0 Are ground-fauit circuit interrupters provided on all
temporary electrical 15 and 20 ampere circuits, used
during periods of construction?

[ Are pneumatic and hydraulic hoses on power-operated
tools checked regularly for deterioration or damage?

ABRASIVE WHEEL EQUIPMENT—

GRINDERS

0} Is the work rest used and kept adjusted to within ¥ inch
of the wheel?

8 Is the adjustable tongue on the top side of the grinder
used and kept adjusted to within Y% inch of the wheel?

O Do side guards cover the spindle, nut, and flange and 75
percent of the wheel diameter?

O Are bench and pedestal grinders permanently mounted?
U Are goggles or face shields always worn when gn‘nding"

O Is the maximum RPM rating of each abrasive whé.
compatible with the RPM rating of the grinder motor?

O Are fixed or permanently mounted grinders connected to
their electrical supply system with metallic conduit or
other permanent wiring method?

O Does each grinder have an individual on and off control
switch?

O Is each electrically operated grinder effectively grounded?

U Before new abrasive wheeis are mounted, are they visu-
ally inspected and ring tested?

O Are-dust collectors and powered exhausts provided on
grinders used in operations that produce large amounts of
dust?

O Are splash guards mounted on grinders that use coolant
to prevent the coolant reaching employees?

O Iscleanliness maintained around grinders?

POWER ACTUATED TOOLS

0 Are employees who operate powder-actuated tools
trained in their use and carry a valid operators card?

O Do the powder-actuated toois being used have writ‘lefl\
approval of the Division of Occupational Safety and
Health? '

O Is each powder-actuated tool stored in its own locked
container when not being used?
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O Isasign at least 7 inches by 10 inches with bold face type
reading “POWDER-ACTUATED TOOL IN USE" con-
spicuously posted when the tool is being used?

" Are powder-actuated tools left unloaded until they are
actually ready to be used? ’

O Are powder-actuated tools inspected for obstructions or
defects each day before use?

{J Do powder-actuated tool operators have and use appro-
priate personal protective equipment such as hard hats,
safety goggles, safety shoes and ear protectors?

MACHINE GUARDING ;

O Is there a training program to instruct employees on safe
methods of machine operation ?

O1Is there adequate supervision to ensure that employees
are following safe machine operating procedures?

(11Is there a regular program of safety inspection of machinery
and equipment?

Ols all machinery and equipment kept clean and properly
maintained?

Ols sufficient clearance provided around and between
machines to allow for safe operations, set up and servic-
ing, material handling and waste remaval?

OIs equipment and machinery securely placed and

anchored, when necessary to prevent tipping or other
movement that couid result in personal injury?

“. _Is there g power shut-off. switch within- reach of the

operator’s position at each machine?

OCan electric power to each machine be locked out for
maintenance, repair, or security?

O Are the noncurrent-carrying metal parts of electrically
operated machines bonded and grounded?

0O Are foot-operated switches guarded or arranged to pre-
vent accidental actuation by personnel or falling objects?

0 Are manually operated valves and switches controlling
the operation of equipment and machines clearly identi-
fied and readily accessible?

O Are all emergency stop buttons colored red?

{JAre all pulleys and belts that are within 7 feet of the floor
or working level properly guarded?

O Are all moving chains and gears properly guarded?

0 Are splash guards mounted on machines that use cootant
to prevent the coolant from reaching employees?

U Are methods provided to protect the operator and other
employees in the machine area from hazards created at
the point of operation, ingoing nip points, rotating parts,
flying chips, and sparks?

ire machinery guards secure and so arranged that they
do not offer a hazard in their use?

(3 If special handtools are used for placing and removing
materiai, do they protect the operator's hands?
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L} Are revolving drums, harrels, and containers required |
be puarded by an enclosure that is interlocked witl
drive mechanism, so that revolution cannot occur unie
the guard enclosure is in place, so guarded?

U Do arbors and mandrels have firm and secure bearings
and are they free from play?

{3 Are provisions made to prevent machines from automati-
cally starting when power is restored after a power failure
or shutdown?

O Are machines constructed so as to be free from excessive
vibration when the largest size tool is mounted and run at

fult speed?

D If machinery is cleaned with compressed air, is air pres-
sure controlled and personal protective equipment or
other safeguards utilized to protect operators and other
workers from eye and body injury?

O Are fan blades protected with a guard having openings no
larger than % inch, when operating within 7 feet of the
floor?

03 Are saws used for ripping, equipped with anti-kick back
devices and spreaders?

O Are radial arm saws so arranged that the cutting head will
gently return to the back of the table when released?

LOCKOUT BLOCKOUT PROCEDURES me

O Is all machinery or equipment capable of movement,
required to be de-energized or disengaged and blocked or
locked-out during cleaning, servicing, adjusting or setting
up operations, whenever required?

U Where the power disconnecting means for equipment
does not also disconnect the electrical control circuit:

Are the appropriate electrical enclosures
identified?

Is means provided to assure the control
circuit can also be disconnected and locked-
out?

O Is the locking-out of control circuits in lieu of locking-out
main power disconnects prohibited?

0 Are all equipment control valve handies provided with a
means for locking-out?

0 Does the lock-out procedure require that stored energy
(mechanical, hydraulic, air, etc.) be released or blocked
before equipment is locked-out {or repairs?

O Are appropriate employees provided with individually
keyed personal safety locks?

O Are employees required to keep personal control of thetr
key(s) while they have safety locks in use?

O Is it required that only the employee exposed to the
hazard, place or remove the safety lock?

O s it required that employees check the safety of the

lock-out by attempting a start up after making sure no
one is exposed?



O Are empioyees instructed to always push the control
cireuit stop button prior to re-energizing the main power
switch?

O Is there a means provided to identify any or all em-
ployees who are working on locked-out equipment by
their locks or accompanying tags?

O Are a sufficient number of accident preventive signs or
tags and safety padlocks provided for any teasonably
foreseeable repair emergency?

U When machine operations, configuration or size requires
the operator to leave his or her control station to install
tools or perform other operations, and that part of the
machine could move if accidentally activated, is such
element required to be separately locked or blocked out?

(J Inthe event that equipment or lines cannot be shut down,
locked -out and tagged, is a safe Job procedure established
and rigidly followed?

WELDING, CUTTING AND BRAZING e

0 Are only authorized and trained personne] permitted to
use walding, cutting or brazing equipment?

O Does each operatar have a copy of the appropriate operat-
ing instructions and are they directed to follow them?

O Are compressed gas cylinders reguiarly examined for
obvious signs of defects, deep rusting, or leakage?

0 Is care used in handling and storage of cylinders, safety
valves, relief valves, etc., to prevent damage?

0 Are precautions taken to prevent the mixture of air or

oxygen with flammabie gases, except at a bumer or in a
standard torch?

U Are only approved apparatus (torches, regulators, pres-
sure-reducing valves, acetylene generators, manifolds)
used?

O Are cylinders kept away from sources of heat?

0 Are the cylinders kept away from elevators, stairs, or
gangways?

O Is it prohibited to use cylinders as rollers or supports?

O Are empty cylinders appropriately marked and their
valves closed?

0 Are signs readingg DANGER--NO SMOKING.
MATCHES, OR OPEN LIGHTS, or the equivalent,
posted?

O Are cylinders, cylinder valves, couplings, regulators,
hoses, and apparatus kept free of oily or greasy substances?

T 1s care taken not to drop or strike cylinders?
O Unless secured on special trucks, are regulators removed

and valve-protection caps put in place before moving
cylinders?

U Do cylinders without fixed hand wheels have keys, handles,
or non-adjustable wrenches on stem valves when in
service?

L' Are liquefied gases stored and shipped valve-end up with
valve covers in place?

O Are provisions made to never crack a fuel-gas cyi Aar
valve near sources of ignition? .

O Before a regulator is removed, is the valve closed an{
released from the regulator?

O Is red used to identify the acetylene (and other fuel-gas;
hose, green for oxygen hose, and black for inert gas and
air hose?

O Are pressure-reducing regulators used only for the gas
and pressures for which they are intended?

O Is open circuit (No Load} voltage of arc welding and
cutting machines as low as possible and not in excess of
the reconmended limits?

O Under wet conditions. are automatic controis for reduc-
ing no load vaitage used?

0O Is grounding of the machine frame and safety ground
connections of portable machines checked periodicaily?

(I Are electrodes removed from the holders when not in
use?

O Isit required that electric power to the welder be shut off
when no one is in attendance?

1 Is suitable [ire extinguishing equipment avaiiable for
immedialte use?

L} Is the welder forbidden to coil or loop weiding electrode
cable around his body?

O Are wet machines thoroughly dried and tested before

being used? . . f:
O Are work and electrode lead cables frequently inspected
for wear and damage, and replaced when needed?

0O Do means for connecting cable lengths have adequate
insulation?

0 When the object to be welded cannot be moved and fire
hazards cannot be removed, are shields used to confine
heat. sparks, and slag?

O Are fire watchers assigned when welding or cutting is
performed in locations where a serious fire might develop?

O Are combustible floors kept wet. covered by damp sand,
or protected by fire-resistant shields?

(J When fAoors are wet down, are personnel protected from
possibie electrical shock?

O When weiding is done on metaj walls, are precautions
taken to protect combustibles on the other side?

O Before hot work is begun, are used drums, barrels. tanks.
and other containers so thoroughly cleaned that no sub-
stances remain that could explode, ignite. or produce
toxic vapors?

O Is it required that eye protection helmets. hand shields
and goggles meet appropriate standards? :

O Are employees exposed to the hazards created by weld{'
ing. cutting, or brazing operations protected with personal’
protective equipment and clothing?

C Is a check made for adequate ventilation in and where
welding or cutting is performed?
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O When working in confined places are environmental
monitoring tests taken and means provided for quick
removal of welders in case of an emergency?

COMPRESSORS AND COMPRESSED AIR

B Arecompressors equipped with pressure relief valves, and
pressure gauges?

O Are compressor air intakes installed and equipped so as
to ensure that only clean uncontaminated air enters the
compressor?

{] Are air filters installed on the compressor intake?

() Are compressors operated and lubricated in accordance
with the manufacturer’s recommendations?

0O Are safety devices on compressed air systems checked
frequently?

0O Before any repair work is done on the pressure system of
a compressor, is the pressure bled off and the system
tocked-out?

[ Are signs posted to warn of the automatic starting feature
of the compressors?

U Is the belt drive system totally enclosed to provide pro-
- tection for the front, back, top, and sides? '

b ilsit strictly prohibited to direct compressed air towards a
person?

O Are employees prohibited from using highly compressed
air for cleaning purposes?

{0 If compressed air is used for cleaning off clothing, is the
pressure reduced to less than 10 psi?

{0 When using compressed air for cleaning, do employees
wear protective chip guarding and personal protective
equipment?

8 Are safety chains or other suitable locking devices used at
couplings of high pressure hose lines where a conneclion
failure would create a hazard?

O Before compressed air is used to empty containers of
liquid, is the safe working pressure of the container
checked?

00 When compressed air is used with abrasive blast cleaning

equipment, is the operating valve a type that must be
held open manuaily?

L) When compressed air is used to inflate auto tires, is a
clip-on chuck and an inline regulator preset to 40 psi
required?

{J Is it prohibited to use compressed air to clean up or move
combustible dust if such action could cause the dust to be
suspended in the air and cause a fire or explosion hazard?
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COMPRESSED AIR RECEIVERS

[

O Is every receiver equipped with a pressure gauge and
with one or more automatic, spring-loaded safety valves?

O Is the total relieving capacity of the safety valve capable
of preventing pressure in the receiver from exceeding the
maximum allowable working pressure of the receiver by
more than 10%?

O Is every air receiver provided with a drain pipe and valve
at the lowest point for the removal of accumulated oil and

water? :
O Are compressed air receivers periodically drained of
moisture and oil?

0) Are all safety valves tested frequently and at regular
intervals to determine whether they are in good operat-
ing condition ?,

Q) Is there a current operating permit issued by the Divisian
ol Occupational Safety and Heaith?

1 Is the inlet of air receivers and piping systems kept free of
accumulated oil and carbonaceous materials?

COMPRESSED GAS CYLINDERS

O Are cylinders with a water weight capacity over 30
pounds, equipped with means for connecting a valve
protector device, or with a collar or recess to protect the
valve?

(T Are cylinders legibly marked to clearly identify the gas
contained?

(0 Are compressed gas cylinders stored in areas which are
protected from external heat sources such as flame im-
pingement, intense radiant heat, electric arcs, or high
temperature lines?

O Are cylinders located or stored in areas where they will
not be damaged by passing or falling objects or subject to
tampering by unauthorized persons?

{J Are cylinders stored or transported in a manner to pre-
vent them creating a hazard by tipping, falling or rolling?

{JAre cylinders containing liquefied fuel gas, stored or
transported in a position so that the safety relief device is
always in direct contact with the vapor space in the
cylinder?

O Are valve protectors always placed on ¢ylinders when
the cylinders are not in use or connected for use?

(J Are all valves closed off before a cylinder is moved, when
the cylinder is empty, and at the completion of each job?



.0 Are low pressure fuel-gas cylinders checked periodically
for corrosion, general distortion, cracks, or any other
defect that might indicate a weakness or render it unfit

. for service?

U Does the periodic check of low pressure fuel-gas cylin-
ders include a close inspection of the cylinders’ bottom?

HOIST AND AUXILLIARY EQUIPMENT mcomeo

Ols each overhead electric hoist equipped with a limit
device to stop the hook travel at its highest and lowest
point of safe travel? '

{ Wiil each hoist automatically stop and hold any load upto
125 percent of its rated load, if its actuating force is
removed?

U s the rated load of each hoist legibly marked and visible

to the operator?

0 Are stops provided at the safe limits of travel for trolley
hoist?

O Are the controls of hoist plainly marked to indicate the
direction of travel or motion?

O1s each cage-controlled hoist equipped with an effective
waming device?

O Are close-fitting guards or other suitable devices in-
stalled on hoist to assure hoist ropes will be maintained in
the sheave groves?

O Are all hoist chains or ropes of sufficient length to handle
the full range of movement for the application while stil
maintaining two full wraps on the drum at ail times?

O Are nip points or contact points between hoist ropes and
sheaves which are permanently located within seven feat
of the floor, ground or working platform, guarded?

3 Is it prohibited to use chains or rope slings that are kinked
or twisted?

U Is it prohibited to use the hoist rope or chain wrapped
around the load as a substitute, for a sling?

0 Is the operator instructed to avoid carrying Joads over
people?

INDUSTRIAL TRUCKS—FORKLIFTS e

£J Are only employees who have been trained in the proper
use of haists allowed to operate them?

O Are only trained personnel allowed to operate industrial
trucks?

O Is substantial overhead Protective equipment provided
on high lift rider equipment?

O Are the required lift truck operating rules posted and
enforced?

O Is directional lighting provided on each industrial truck

that operates in an area with less than 2 foot candles per
square foot of general lighting?

O Does each industrial truck have a warning horn. whistle,

BORE, or other device which can be cleariy heard above
the normal noise in the areas where operated?

O Are the brakes on each industriaj truck capable of brin
ing the vehicle to a complete and safe stop when fu. -
loaded? ‘;"

O Will the industrial trucks' parking brake effectively pre
vent the vehicle from moving when unattended?

0 Are industrial trucks operating in areas where {lammable
Bases or vapors. or combustible dust or ignitable fibers
may be present in the atmosphere, approved for such
locations?

O Are motorized hand and hand/rider trucks so designed
that the brakes are applied, and power to the drive motor
shuts off when the operator releases his or her gripon the
device that controls the travel?

O Are industrial trucks with internal combustion engine.
operated in buildings or enclosed areas, carefully
checked to ensure such operations do not cause harmfui
concentration of dangerous gases or fumnes?

SPRAYING OPERATIONS

O Is aaequate ventilation assured before spray operations
are started?

J Is mechanical ventilation provided when spraying opera-
tion is done in enclosed areas?

O When mechanical ventilation is provided during spray-
ing operations, is it so arranged that it wiil not circulat(:
the contaminated air? ~

Ll Is the spray area free of hot surfaces?

0 Is the spray area at least 20 feet from flames, sparks,
operating electrical motors and other ignition sources?

O Are portable lamps used to illuminate spray areas suit-
able for use in a hazardous location?

O Is approved respiratory equipment provided and used
when appropriate during spraving operations?

O Do sotvents used for cleaning have a flash point of 100°F
or more?

O Are fire control sprinkler heads kept ¢clean?

O Are “NO SMOKING™ signs posted in spray areas, paint
rooms. paint booths, and paint storage areas?

O Is the spray area kept clean of combustible residue?

0 Are spray booths constructed of metal. masonry, or other
substantial noncombustible materia]?

0O Are spray boath floors and bafiles noncombustible and
easily cleaned?

U Is infrared drying apparatus kept out of the spray area
during spraying operations?

3 Isthe spray booth completely ventilated beflore using the K
drying apparatus? :

0 Is the electric drying apparatus properly grounded?

O Are lighting fixtures for spray booths located outside of

the booth and the interior lighted through sealed clear
panels?

25



(

0 Are.the electric motors for exhaust fans placed outside
booths or ducts?

F1 Are belts and pulleys inside the booth fully enclosed?

Do ducts have access doors to allow cleaning?

"z Doall drying spaces have adequate ventilation?

o

ENTERING CONFINED SPACES mummmamma

O Are confined spaces thoroughiy emptied of any corrosive
or hazardous substances, such as acids or caustics, before
entry?

O Are all lines to a confined space, containing inert, toxic,
flarnmable, or corrosive materials valved off and blanked
or disconnected and separated before entry?

O Isit required that all impellers, agitators, or other moving
equipment inside confined spaces be locked-out if they
present a hazard?

I Is either natural or mechanical ventilation provided prior
to confined space entry?

O Are appropriate atmospheric tests performed to check
for: oxygen deficiency, toxic substance and explosive
concentrations in the confined space before entry?

0O Is adequate illumination provided for the work to be per-
formed in the confined space?

{3 Is the atmosphere inside the confined space frequently
tested or continuously monitored during conduct of
work? :

‘s there an assigned safety standby employee outside of
.he confined space, when required, whose sole
responsibility is to watch the work in progress, sound an
alarm if necessary, and render assistance?

O Is the standby employee appropriately trained and
equipped to handle an emergency?

(1 Is the standby employee or other employees prohibited
from entering the confined space without lifelines and
respiratory equipment if there is any question as to the
cause of an emergency?

0O Is approved respiratory equipment required il the
atmosphere inside the confined space cannot be made
acceptable?

£] Is all portable electrical equipment used inside confined
spaces either grounded and insulated, or equipped with
ground fault protection?

{J Before gas welding or burning is started in a confined
space, are hoses checked for leaks, compressed gas
bottles forbidden inside of the confined space, torches
lighted only outside of the confined area and the confined
area tested for an explosive atmosphere each time before
a lighted torch is to be taken into the confined space?

'f employees will be using oxygen consuming equipment

,ch as salamanders, torches, furnaces, etc., in a confined
space, is sufficient air provided to assure combustion
without reducing the oxygen concentration of the atmos-
phere below 19.5 percent by volume?
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O Whenever combustion type equipment is used in a con-
fined space, are provisions made to ensure the exhaus’
gases are vented outside of the enclosure?

O Is each confined space checked for decaying vegetation
-or animal matter which may produce methane?

0O Is the confined space checked for possible industrial
waste which couid contain toxic properties?

{1 If the confined space is below the ground and near areas
where motor vehicles will be operating, is it possible for
vehicle exhaust or carbon monogide to enter the space?

ENVIRONMENTAL CONTROLS

O Are all work areas properly itlurninated?

{J Are employees instructed in proper first aid and other
emergency procedures?

{J Are hazardous subsiances identified which may cause
harm by inhalation, ingestion, skin absorption or
contact?

O Are employees aware of the hazards involved with
the various chemicals they may be exposed to in their
work environment, such as ammonia, chlorine, epoxies,
caustics, etc,?’

O Is employee exposure to chemicals in the workplace kept
within acceptable levels?

O Can a less harmful method or product be used?

[} Is the work area’s ventilation system appropriate for the
work being performed?

0 Are spray painting operations done in spray rooms or
booths equipped with an appropriate exhaust system?

O Is employee exposure to welding fumes controlled by
ventilation, use of respirators, exposure time, or other
means?

O Are welders and other workers nearby provided with
flash shields during welding operations?

O If forklifts and other vehicles are used in buijldings or
other enclosed areas, are the carbon monoxide levels
kept below maximum acceptable concentration?

O Has there been a determination that noise levels in the
facilities are within acceptable levels?

O Are steps being taken to use engineering controls to
reduce excessive noise levels?

O Are proper precautions being taken when handling
asbestos and other fibrous materials?

O Are caution labels and signs used to warn of asbestos?

O Are wet methods used, when practicable, to prevent the
ernission of airborne asbestos fibers, silica dust and simi-
lar hazardous materials?

O Is vacuuming with appropriate equipment used whenever
possible rather than blowing or sweeping dust?



O Are grinders, saws, and other machines that produce
respirable dusts vented to an industrial collector or cen-
tral exhaust system?

O Are all local exhaust ventilation systems designed and
operating properly such as air flow and volume necessary
for the application, ducts not plugged or belts slipping?

O Is personal protective equipment provided, used and
maintained wherever required?

O Are there written standard operating procedures for the
selection and use of respirators where needed?

O Are restrooms and washrooms kept clean and sanitary?

0 Is all water provided for drinking, washing, and cooking
potable?

O Are ali outlets for water not suitable for drinking clearly
identified?

0 Are employees’ physical capacities assessed before being
assigned to jobs requiring heavy work?

O Are employees instructed in the proper manner of lifting
heavy objects?

O Where heat is a problem, have all fixed work areas been
provided with spot cooling or air conditioning?

[0 Are employees screened before assignment (o areas of
high heat to determine if their health condition might

make them more susceptible to having an adverse
reaction?

0 Are employees working on streets and roadways where
they are exposed to the hazards of traffic, required 1o
wear bright colored (traffic orange) warning vest?

L Are exhaust stacks and air intakes so located that conta-
minated air will not be recirculated within a building or
other enclosed area?

0 Is equipment producing uitra-violet radiation properly
shielded?

FLAMMABLE AND COMBUSTIBLE
MATERIALS

O Are combustibie scrap, debris and waste materials (oily
rags. etc.) stored in covered metai receptacles and re-
moved from the worksite promptiy?

O Is proper storage practiced to minimize the risk of fire
including spontaneous combustion?

O Are approved containers and tanks used for the storage
and handling of flammable and combustible liquids?

O Are’ all connections on drums and combustible liquid
piping, vapor and liquid tight?

U Are all flammable liquids kept in closed containers when
not in use (e.g. parts cleaning tanks, pans, etc.)?

0 Are bulk drums of flammable liquids grounded and
bonded to containers during dispensing?

0 Do storage rooms for flammable and combustible liquids
have explosion-proof lights?

o
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Ok

Do storage rooms for flammable and combustible iiquids
have mechanical or gravity ventilation?

Is liquefied petroleum gas stored, handled, and useq
accordance with safe practices and standards?

Are no smoking signs posted on liquified petroleum gas
tanks?

Are liquefied petroieum storage tanks guarded to pre-
vent damage from vehicles?

Are all solvent wastes, and flammable liquids kept in
fire-resistant, covered containers until they are removed
from the worksite?

Is vacuuming used whenever possibie rather than blow-
ing or sweeping combustible dust?

Are firm separators placed between containers of com-
bustibles or flammables, when stacked one upon ancther.
to assure their support and stability?

Are fuel gas cylinders and oxygen cylinders separated by
distance, fire resistant barriers, etc. while in storage?

Are fire extinguishers selected and provided for the types
of materials in areas where they are to be used?

Class A Ordinary combustible material:fires.
Class’' B Flammable liquid, gas or grease fires.
Class C° Energized-electrical equipment fires.

* Are appropriate fire extinguishers mounted within(

feet of outside areas containing flammable liquids, aric . -
within 10 feet of any inside storage area for such materials?

Are extinguishers free.from obstructions or blockage?

Are all extinguishers serviced, maintained and tagged at
intervals not to exceed one year?

Are all extinguishers fully charged and in their desig-
nated places?

Where sprinkier systems are permanently instalied. are
the nozzle heads so directed or arranged that water will
not be sprayed into operating electrical switch boards
and equipment?

Are “NO SMOKING" signs posted where appropriate in
areas where flammable or combustible materials are
used or stored?

Are safety cans used for dispensing flammable or com-
bustible liquids at a point of use?

Are all spills of flammable or combustible liquids cleaned
up promptly?

* Are storage tanxs adequately vented to prevent the de-

velopment of excessive vacuum or pressure as a resuit-of
filling, emptying, or atmosphere temperature changes?

Are storage tanks equipped with emergency venting t!
will relieve excessive internal pressure caused by i.
exposure?

© Are "NO SMOKING" rules enforced in areas involving

storage and use of hazardous materials?
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HAZARDOUS CHEMICAL EXPOSURES we

{ e employees trained in the safe handling practices of
«azardous chemicals such as acids, caustics, etc.?

O Are employees aware of the potential hazards involving
various chemicals stored or used in the workplace such as
acids, bases, caustics, epoxies, phenols, etc.?

0O Is employee exposure to chemicals kept within accept-
able levels?

(3 Are eye wash fountains and safety showers provided in
areas where corrosive chemicals are handled?

0 Are all containers, such as vats, storage tanks, etc.
labeled as to their contents, e.g. "CAUSTICS"?

O Are all employees required to use personal protective
clothing and equipment when handling chemicals
(gloves, eye protection, respirators, etc.)?

0O Are flammable or toxic chemicals kept in closed con-
tainers when not in use?

0 Are chemical piping systems clearly marked as to their
content?

[J Where corrosive liquids are frequently handled in open
~ “ntainers or drawn from storage vesseis or pipe lines, is

. iequate means readily available for neutralizing or dis-
posing of spills or overflows properly and safely?

00 Have standard operating procedures been established
and are they being followed when cleaning up chemical
spills?

O Where needed for emergency use, are respirators stored
in a convenient, clean and sanitary location?

U Are respirators intended for emergency use adequate for
the various uses for which they may be needed?

O Are employees prohibited from eating in areas where
hazardous chemicals are present?

* Is personal protective equipment provided, used and
maintained whenever necessary?

O Are there written standard operating procedures for the
selection and use of respirators where needed?

O If you have a respirator protection program, are your
employees instructed on the correct usage and limita-
tions of the respirators? Are the respirators NIOSH

.~ proved for this particular application? Are they regu-

L ly inspected and cleaned, sanitized and maintained?

O If hazardous substances are used in your processes, do
you have a medical or biological monitoring system in
operation?
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£l Are you familiar with the Threshold Limit Values or
Permissible Exposure Limits of airborne contaminant
and physical agents used in your workpiace?

O Have control procedures been instituted for hazardous
materials, where appropriate. such as respirators,
ventilation systems, handling practices, etc.?

00 Whenever possible are hazardous substances handled in
properly designed and exhausted booths or similar
localions? ’

[ Do you use general dilution or local exhaust ventilation
systems to control dusts, vapors, gases, fumes, smoke,
solvents or mists which may be generated in your work-
place?

0O Is ventilation equipment provided for removat of conta-
minants from such operations as: production grinding,
buffing, spray painting, and/or vapor degreasing, and is it
operating properly?

U Do employees complain about dizziness, headaches.
nausea, irritation, or other factors of discomfort when

they use solvents or other chemicals?

(] Is there a dermatitis problem? Do employees complain
about dryness, irritation, or sensitization of the skin?

O Have you considered the use of an industrial hygienist or
environmental health specialist to evajuate your opera:
tion?

{0 If internal combustion engines are used, is carbon mon-
oxide kept within acceptable ievels?

0O Is vacuuming used, rather than blowing or sweeping
dusts whenever possible for clean-up?

O Are materials which give off toxic asphyxiant, suffocating
or anesthetic fumes, stored in remote or isolated locations
when not in use?

HAZARDOUS SUBSTANCES
COMMUNICATION

O is there a list of hazardous susbstances used in your
workplace?

O Is there a written hazard communication program dealing
with Material Safety Data Sheets (MSDS), labeling. and
employee training?

O Is each container for a hazardous substance (i.e.. vats.
botties, storage tanks, etc.) labeled with product identity
and a hazard warning (communication of the specific
health hazards and physical hazards)?

03 Is there a Material Safety Data Sheet readily available for
each hazardous substance used?




Myt~

0O Is there an employee training program for hazardous

substances?
Does this program include:

C (1) Anexplanation of what an MSDS isand how
‘ to use and obtain one.

O (2) MSDS contents for each hazardous substance
or class of substances.

O (3) Explanation of "Right to Know".

O (4) lidentification of where an employee can see
the employers written hazard communication
program and where hazardous substances are
present in their work areas.

"0 (5) The physical and health hazards of substances
in the work area, and specific protective
measures to be used.

0 (6) Details of the hazard communication

program, including how to use the labeling
system and MSDS’s,

ELECTRICAL .

O Are your workplace electricians familiar with the Caly/
.OSHA Electrical Safety Orders?

O Do you specify compliance with Cal/OSHA for all con-
tract electrical work?

O Are all employees required to report as soon as practi-
cable any obvious hazard to life or property observed in
connection with electrical equipment or lines?

0 Are employees instructed to make preliminary inspec-
tions and/or appropriate tests to determine what condi-
tions exist before starting work on electrical equipment
or lines?

C When electrical equipment or lines are to be serviced,
maintained or adjusted, are necessary switches opened,
locked -out and tagged whenever possible?

O Are portable electrical tools and equipment grounded or
of the double insulated type?

O Are electrical appliances such as vacuum cleaners,
polishers, vending machines, etc., grounded?

O Do extension cords being used have a grounding conductor?

0 Are muitiple plug adaptors prohibited?

O Are ground-fauit circuit interrupters installed on each
temporary 15 ar 20 ampere, 120 volt AC circuit at loca-
tions where construction, demolition. modifications,
alterations or excavations are being performed?

0 Are all temporary circuits protected by suitable discon-

necting switches or plug connectors at the junction with
permanent wiring?

Is exposéd wiring and cofds with frayed or dete. nrater!
insulation repaired or replaced promptiy?

Are flexible cords and cables free of splices or ta;,

Are clamps or other securing means provided on fle.
cords orf cables at plugs, receptacles, tools. equipment.
etc., and is the cord jacket securely held in place?

Are ail cord, cable and raceway connections intact and
secure?

In wet or damp iocations, are electrical tools and equip-
ment appropriate for the use or location or otherwise
protected?

Is the location of electrical power lines and cables (over-
head, underground, underfloor, other side of walls, etc.)
determined before digging, drilling or similar work is
begun?

Are metal measuring tapes, ropes. handlines or similar
devices with metallic thread woven into the fabric pro-
hibited where they could come in contact with energized
parts of equipment or circuit conductors?

Is the use of metal ladders prbhibited in areas where the
fadder or the person using the ladder could come in
contact with energized parts of equipment, fixtures or
circuit conductors?

Are all disconnecting switches and circuit breakers
labeled to indicate their use or equipment served?

Are disconnecting means always opened before fuses( '
replaced? :

Do all interior wiring systems include provisions for
grounding metal parts of electrical raceways. equipment
and enclosures?

Are all electrical raceways and enclosures securely
fastened in place?

Are all energized parts of electrical circuits and equip-
ment guarded against accidental contact by approved
cabinets or enclosures?

Is sufficient access and working space provided and
maintained about all electrical equipment to permit
ready and safe operations and maintenance?

Are all unused openings (including conduit knockouts)in
electrical enclosures and fittings closed with appropriate
covers, plugs or piates?

Are electrical enclosures such as switches, receptacles.
junction boxes, etc., provided with tight-fitting covers or
plates?

Are disconnecting switches for electrical motors in excess
of two horsepower, capable of opening the circuit when
the motor is in a stalled condition, without exploding?
{Switches must be horsepower rated equal to or in excess
the of the motor hp rating.) (

Is low voltage protection provided in the control device of
motors driving machines or equipment which could cause
probable injury from inadvertent starting?
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(3 1s each motor disconnecting switch or circuit breaker

located within sight of the motor control device?

each motor located within sight of its controlier or the

atroller disconnecting means capable of being locked
in the open position or is a separate disconnecting means
installed in the circuit within sight of the mator?

1s the controller for each motor in excess of two horse-
power, rated in horsepower equal to or in excess of the
rating of the motor it serves?

Are employees who regularly work on or around ener-
gized electrical equipment or lines instructed in the
cardio-pulmonary resuscitation (CPR) methods?

[0 Are employees prohibited from working alone on enet-

gized lines or equipment over 600 volts?

G Are there areas in the workplace where continuous noise

amm
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levels exceed B5dBA?
(To determine maximum allowable levels for intermit-
tent or impact noise, see Title 8 CAC Section 5097.)

Is there an ongoing preventive health program to edu-
cate employees in: safe levels of noise, exposures; effects
of noise on their health; and the use of personal protection?

“1ave work areas where noise levels make voice com-
Inication between employees difficuit been identified
_.d posted?

Are noise levels being measured using a sound level meter
or an octave band analyzer and records being kept?

Have engineering controis been used to reduce excessive
noise levels? Where engineering conirols are determined
to not be feasible, are administrative controls (i.e. worker
rotation) being used to minimize individual employee
exposure to noise?

Is approved hearing protective equipment (noise atten-
uating devices) available to every employee working in
noisy areas?

Have you tried isolating noisy machinery from the rest of
your operation? :

If you use ear protectors, are employees properly fitted
and instructed in their use?

Are employees in high noise areas given periodic
audiometric testing to ensure that you have an effective
hearing protection system?

.t prohibited to fuel an internal combustion engine with
a flammabie liquid while the engine is running?

Are fueling operations done in such a manner that likeli-
hood of spillage will be minimal?
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{1 When spillage occurs during fueling operations, is the
spilled fuel washed away completely, evaporated, or
other measures taken to control vapors before restarting
the engine? )

O Are fuel tank caps replaced and secured before starting
the engine?

O In fueling operations is there always metal contact
between the container and the fuel tank?

O Are fueling hoses of a type designed to handle the specific
type of fuel?

{0 Is it prohibited to handle or transfer gasoline in open
containers?

0 Are open lights, open flames, or sparking. or arcing
equipment prohibited near fueling or transfer of fuel
operations?

O Issmoking prohibited in the vicinity of fueling operations?

3 Are fueling operations prohibited in building or other
enclosed areas that are not specifically ventilated for this
purpose?

.0 Where fueling or transfer of fuel is done through a grav-

ity flow system, are the nozzles of the sell-closing type?

IDENTIFICATION OF PIPING SYSTEMS

) When nonpotable water is piped through a facility, are
cutlets or taps posted to alert employees that it is unsafe
and not to be used for drinking, washing or other personal
use?

O When hazardous substances are transported through
above ground piping. is each pipeline identified at points
where confusion could introduce hazards to employees?

O When pipelines are identified by color painting. are ali
visible parts of the line so identified?

0 When pipelines are identified by color painted bands or
tapes, are the bands or tapes located at reasonable inter-
vals and at each outlet, valve or connection?

[0 When pipelines are identified by color, is the coler code
posted at all locations where conlusion could introduce
hazards to employees?

0O When the contents of pipelines are identilied by name or
name abbreviation, is the information readily visible on
the pipe near each valve or cutlet?

O When pipelines carrying hazardous substances are iden-
tified by tags, are the tags constructed of durable mate-
rials, the message carred clearly and permanently dis-
tinguishable and are tags installed at each valve or outlet?

O When pipelines are heated by electricity, steam or other
external source, are suitable warning signs or tags placed
at unions, valves, or other serviceable parts of the system?



MATERIAL HANDLING

0 Is there safe clearance for equipment through aisles and
doorways?

0 Are aisleways designated, permanently marked, and
kept clear to ailow unhindered passage?

O Are motorized vehicles and mechanized equipment in-
Spected daily or prior to uge?

O Are vehicles shut off and brakes set prior to leading or
urtloading?

O Are containers of combustibles or flammabies, when
stacked while being moved, always separated by dun-
nage sufficient to provide stability?

. O Are dock boards (bridge plates) used when loading or
unloading operations are taking place between vehicles
and docks?

O Are trucks and trailers secured from movement during
loading and unloading operations?

O Aredock plates and loading ramps constructed and main-
tained with sufficient strength to support imposed loading?

O Are hand trucks maintained in safe operating condition ?

0 Are chutes equipped with sideboards of sufficient height
to prevent the materials being handled from failing off?

- L) Are chutes and gravity/ roller sections firmly placed or
secured to prevent displacement?

O At the delivery end of rollers or chutes. are provisions
made to brake the movement of the handled materials?

U Are pallets usually inspected before being loaded or
moved? )

O Are hooks with safety latches or other arrangements used
when hoisting materials so that slings or load attachments
won't accidentally slip off the hoist hooks?

O Are securing chains, ropes, chockers or slings adequate
{or the job to be performed?

03 When hoisting material or equipment, are provisions
made to assure no one will be Passing under the suspended
loads?

8 Are material safety data sheets availabie to employees
handling hazardous substances?

TRANSPORTING EMPLOYEES AND
MATERIALS

0 Do employees who operate vehicies on pubiic thorough-
fares have valid operator's licenses?

0 When seven or more employees are regularly transported
ina van, bus or truck, js the operator’s license appropriate
for the class of vehicle being driven?

O s each van. bus or truck used regularly to transport
employees, equipped with an adequate number of seats?

O When employees are transported by truck, are provisions

provided to prevent their falling from tha vehicle? i
.

U Are vehicles used to transport employees, equipped {
lamps, brakes, horns, mirrors. windshields and turn signa
in good repair?

O Are transport vehicles provided with handrails, steps, stir-
rups or similar devices, so placed and arranged that
employees can safely mount or dismount?

00 Are empioyee transport vehicles equipped at all times
with at least two reflective type flares?

Q Is a full charged fire extinguisher, in good condition, with
at least 4 B:C rating maintained in each employee trans-
port vehicle?

0O When cutting tools or tools with sharp edges are carried in
passenger compartments of employee transport vehicles,
are they placed in closed boxes or containers which are
secured in place? '

O Are employees prohibited from riding on top of any load
which can shift. topple, or otherwise become unstable?

CONTROL OF HARMFUL SUBSTANCES
BY VENTILA_T!ON :

O Is the volume and velocity of air in each exhaust system
sufficient to gather the dusts, fumes, mists, vapors or
gases to be controlled. and to convey them to a-suitable

s

point of disposal? f

O Are exhaust inlets. ducts and plenums designed. con-
structed, and suppotfed to prevent collapse or failure of
any part of the system? :

O Are clean-qut ports or doors provided at intervals not to
exceed 12 feet in all horizontal runs of exhaust ducts?

O Where two or more different type of operations are being
controlied through the same exhaust system, will the
combination of substances being controlled. constitute a
fire, explosion or chemical reaction hazard in the duct?

O 1s adequate makeup air provided to areas where exhaust
systems are operating?

O Is the source point for makeup air located so that only
clean. fresh air, which is free of contaminates, wiil enter
the work environment?

U Where two or more ventilation systems are serving a
work area, is their operation such that one will not offset
the functions of the other?

SANITIZING EQUIPMENT AND
CLOTHING

O Is personal protective clothing or equipment that em-
ployees are required to wear or use, of a type capable of
being cleaned easily and disinfected?

0O Are employees prohibited from interchanging personal

protective clothing or equipment. unless it has been
properly cleaned?
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£J Are machines and equipment, which processes, handles O Does each tire inflation hose have a clip-on chuck with
or applies materials which could be injurious to em- at least 24 inches of hose between the chuck and an
ployees, cleaned and/or decontaminated before being in-line hand valve and gauge?

('4/ erhauled or placed in storage? {1 Does the tire inflation control valve automnatically shut-

‘. Are employees prohibited from smoking or eating in any off the air flow when the valve is released?
area where contaminates that could be injurious if O Is a tire restraining device such as a cage, rack or other
ingested are present? effective means used while inflating tires mounted on

. . . . o

[J When employees are required to change from street split rims, or rims l.mng reta'mer rings: _ .

clothing into protective clothing, is a clean change room [ Are employees strictly forbidden from taking a position

with separate storage facility for street and protective
clothing provided?

directly overorin front of a tire white it's being inflated?

Are employees required to shower and wash their hair as
soon as possible after a known contact has oceurred with a
carcinogen?

0O When equipment, materials, or other items are taken into
of removed from a carcinogen regulated area, is it done in
a manner that will not contaminate non-regulated areas or
the external environment?

TIRE INFLATION

[J Where tires are mounted and/or inflated on drop center
wheels, is a safe practice procedure posted and enforced?

O Where tires are mounted and/or inflated on wheels with
split rims and/or retainer rings, is a safe practice proce-
dure posted and enforced?
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I am an employer and request assistance from CAL/OSHA
Consultation Service as checked below:

c Developing safety or health programs

O On-site hazard recognition or training

O Advice on specific safety or health problems

O interpretation and applicability of safety orders

O Organize and participate in conferances or seminars on occupational health and
safety

O Developing A Workplace Safety and Health Program

This free service available fo oll California employers, may also be requested by
phoning toll-free: 800-652.1474.

Firm . Name

Title » Address

City State ZIP Code
Phone Additional Information

[ ] Caiforra ' )
d. o vomma  CAL/OSHA CONSULTATION SERVICE

Retstions

T o e i Y

cgnsuum‘nﬁ PLACE STAMP
CAL .

l —m HERE
SERVICE

CAL/OSHA CONSULTATION SERVICE

P.O BOX 603
SAN FRANCISCO, CA 94101



